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PART 2 THE PROCESS OF ORGANIZATION DEVELOPMENT

TOP-MANAGEMENT TEAM AT ORTIV GLASS CORPORATION

he Ortiv Glass Corporation produces and
markets plate glass for use pimariy in
the construction and automotive industries.

‘The multiplant company has been involved
in OD for several years and actively supports par-
ticipative management practices and employee
involvement programs. Ortiv's organization design
is relatively flexible, and the manufacturing
plants are given freedom and encouragement
to develop their own organization designs and
approaches to participative management. It
recently put together a problem-solving group
made up of the top-management team at its
newest plant

The team consisted of the plant manager and
the managers of the five functional departments
reporting to him: engineering (maintenancel,
administration, human- resources, production
and qualty control. In recruiting managers for
the new plant, the company selected people
with goad technical skils and experience in their
respective functions. It also chose people with
some managerial experience and a desite to
Solve problems collaboratively, a hallmark of par-
ticipative management. The team was relatiely
new, and members had been working together
for only about five months.

‘The team met formally for two hours each
week 1o share pertinent information and to
deal with plantwide issues affecting al of the
departments, such s safety procedures, inter-
departmental relations, and personnel prac-
tices. Members described these meetings as
informative but often chaotic in terms of deci-
sion making. The meetings typically started
late as members suaggled in at different
times. The latecomers generally ~offered
excuses about more pressing problems occur-
fing elsewhere in the plant. Once started, the

mestings were often interrupted by “urgent”
phone messages for various members, includ-
ing the plant manager, and in most cases, the
recipient would leave the meeting hurriedly to
respond to the call

‘The group had problems arriving at clear
decisions on_particular issues. Discussions
often rambled from topic 1o topic, and mem-
bers tended to postpone the resolution of pro-
blems to future meetings. This led to a backiog
of unresolved issues, and meetings often
lasted far beyond the two-hour imit. When
group decisions were made, members often
reported problems in their implementation.
Mermbers typicaly failed to follow through on
agreements, and there was often confusion
about what had actually been agreed upon.
Everyone expressed dissatisfaction with the
team meetings and their results.

Relationships among team members were
cordial yet somewhat strained, especially
when the team was dealing with complex
issues in which members had varying opinions
and interests. Although the plant manager pub-
licly stated that he wanted to hear all sides of
the issues, he often interrupted the discussion
or attempted to change the topic when mem-
bers openly disagreed in their views of the
problem. This interruption was typically fol-
lowed by an awkward silence in the group. In
many instances, when a solution 10 a pressing
problem did not appear forthcoming, members
either moved on 1o another issue o they infor-
mally voted on proposed options, letting major-
ity rule decide the outcome. Members rarely
discussed the need to move on or vote; rather,
these behaviors emerged informally over time
and became acceptable ways of dealing with
diffcult issues.

2'g uorjeoridde

Solving among the departments in the plant. The structure also seems to provide
team members with the freedom necessary to regulate their task behaviors in the
‘meetings. They can adjust their behaviors and interactions o suit the flow of the
discussion and problem-solving process.
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3. What is the composition of the group? The team is composed of the plant man.
ager and the heads of the five functional departments. All members appear to have
task-relevant skills and experience, both in their respective functions and in their
managerial roles. They also seem to be interested in solving problems collabora
ively. That shared interest suggests that members have job-related social needs and
should feel reltively comfortable participating in group problemsolving situations.

4. What are the group’s performance norms? Group norms cannot be observed directly
but must be inferred from group behaviors. The norms involve member belefs about
how the group should perform its task, including acceptable levels of performance.
A useful way to describe norms i to list specific behaviors that complete the sentences
“A good group member should ...” and *Its okay to ....” Examination of the team’s
‘prablem.-solving behaviors suggests the following performance norms:

- 1Its okay to come lte to team meetings.
It okay to interrupt meetings with phone messages

It okay to leave meetings to respond to phone messages.

It okay to hold meetings longer than two hours.

A good group member should not openly disagree with others’ views.

It okay to vote on decisions.

A good group member should be cordial to other members.

It okay to postpone solutions to immediate problems.

- 1Its okay not to follow through on previous agreements

5. What is the nature of team functioning in the group? The case strongly suggests
that interpersonal relations are not healthy on the management team. Members do
not seem to confront differences openly. Indeed, the plant manager purposely
deflects issues when conflicts emerge. Members feel dissatisfied with the meetings
but spend litle time talking about those feelings. Relationships are strained, but
members fai to examine the underlying causes

‘The problems facing the team can now be explained by assessing how well the group.
design fits the inputs. The plant’s organization design requires coordinated problem soly-
ing among functional departments. The newness of the plant and the uncertainty of the
technology result in complex, plantwide issues that require considerable information
pracessing to resolve. The weekly team meetings are an attempt to address and resolve
these interdependent and complex problems. The plant’s culture promotes participation
in problem solving and the team meetings are a reflection of that involvement. Although
it i too early to tell whether the team will succeed, there does not appear to be signif
cant incongruity between the plant’s organization design and culture and what the team
is trying to do.

Next, alignment among the group design components is assessed to determine how
well they fit together to promote interdependent and complex problem sclving. The
team’s task structure and composition appear to fit the type of isues that the team i sup.
posed to address. The face-to-face meetings help to coordinate problem solving among the
department managers, and except for interpersonal and group problem-salving skils,
‘members scem to have the necessary task-televant expertise to address the plantwide pro.
blems. There appears, however, to be a conflict in the priority between the problems to be
solved by the team and the problems faced by individual managers. Moreover, there seems
to be a mismatch between the demands of the problem.-solving task and the team’s perfor-
‘mance norms and interpersonal relations. Comples, interdependent problems require per-
formance norms that support sharing of diverse and often conflicting kinds of
information. The norms must encourage members to generate novel solutions and to
assess the relevance of problem-solving strategies in light of new isues. Members need to
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address explicitly how they are using their knowledge and skills and how they are weighing
and combining members’ individual contributions. The team’s performance norms fail to
support complex prablem solving; rather, they promote a problem-solving method that is
often superficial, haphazard, and subject to extemnal disruptions. Members' interpersonal
relationships reinforce adherence to the ineffctive norms. Members do not confront per-
sonal differences or dissatisfactions with the group process. They fail o examine the very
norms contributing to their problems. In this case, diagnosis suggests the need for group
interventions aimed at improving performance norms and developing healthy interper-
sonal relationships. (Chapter 10 describes interpersonal and group process interventions)

56 Individual-Level Diagnosis

“The final level of organizational diagnosis is the individual job or position. An organiza-
tion consists of numerous groups; a group, in turn, is composed of several individual
jobs. This section discusses the inputs, design components, and relational fits needed
for diagnosing jobs. The model shown in Figure 5.2 is similar to other popular job
diagnostic frameworks, such as Hackman and Oldham’s job diagnostic survey and
Herzberg’s job enrichment model.*

564 Inputs
Four major inputs affect job design: organization design, culture, group design, and the
personal characterstcs of jobholders.

Organization design s concerned with the lrger organization within which the indi-
vidusl job is the smallest unit. Organization design is 2 key part of the larger context
sumounding jobs. An organization's technology, structure, management processes, and
human resources systems can have a poverful impact on the way jobs are designed and
on people’s experiences in them. For example, company reward systems can orient
employees to particulr job behaviors and influence whether people see job performance
as fairly rewarded. In general, technology charactrized by relaively uncertan tasks is
likely to supportjob designs allowing employees flxibility and discteton in performing
tasks. Conversely, low-uncertainty tasks are likely to promte standardized job designs
requiring routinized task behaviors.

Culture represents the values and norms shared by organization members. Because
they are generally taken for granted, they guide members' perceptions, thoughts, and
actions. Culture can influence the Kinds of work designs that organizations consider
and that members perceive as legiimate. The more an organization culture promotes
member partcipation and innovation, the mare likely job designs wil b highly flxible
and involve member decision making.

Group design concerns the work group containing the individul job. Like organiza-
tion design, roup design is an essential part of thejob context. Task structure, goal clar-
ity group composition, performance norms, and team functioning serve s inputs to job
design. They typically have a more immediate impact on jobs than do the larger, organi-
zation design components. For example, group task structure can determine how indi-
vidusl jobs are grouped together—as in groups requiring coordination among jobs of in
ones comprising collections of independent jobs. Group composition can influence the
Kinds of people who are available to fil jobs. Group performance norms can affect the
Kinds of job designs that are considered acceptable, including the level of jobholders' er-
formances. Goal clariy helps members to prioritze work, and group functioning can
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affect how powerfully the group influences individual-job behaviors. When members
‘maintain close relationships and the group is cohesive, group norms are more likely o
be enforced and followed.*

Personal characteristics of individuals occupying jobs include age, education, experi-
ence, skills, and abilites. All of these can affect how people react to job designs and per-
form. Individual needs and expectations also can affect employee job. responses. For
example, individual differences in growth needs—the need for self-direction, leaming,
and personal accomplishment—can determine how much people are satisfied by jobs
with high levels of skill variety, autonomy, and feedback about results.* Similarly, work
‘motivation can be influenced by people’s expectations that they can perform a job well
and that good job performance wil result in valued outcomes.*

56 Design Components
Figure 5.2 shows that individual jobs have five key dimensions: il variety, task idenity,
task significance, autonomy, and feedback about results.**

Skill variey i the degree to which  job requires a range of actvites and abiltes to
perform the work. Assembly-line jobs, for example, generally have limited skill varity
because employees perform a small number of repetitve activites. On the other hand,
most profesionl jobs include a great deal of skill varety because people engage in
diverse activitis and employ several diferent skills in performing their work.

Task identity measures the degree to which a job requires the completion of a rca.
tively whole, identifiable piece of work. Skild craftspeopl, such as tool-and.-die makers
and carpenters, generally have jobs with high levels of task identiy. They are able o sce
a job through from beginning to end. Assembly-ine jobs involve only a limited picce of
work and score low on task idensity.

Task significance identifes the degree to which 2 job has 3 significant impact on
other people’ ivs. Custodial jobs in a hospital are likely to have more task significance
than similar jobs in 3 toy factory because hospital custodians are likely to see their jobs
as affecting someone els’s health and welfre

Autonomy indicates the degree 1o which a job provides freedom and discretion in
scheduling the work and determining work methods. Assembly-line jobs generally have
little autonomys the work pace is scheduled and people perform preprogrammed tasks.
Collge teaching positons have more autonom. Professors usually can determine how
a course is taught, even though they may have limited say over class scheduling.

‘Feedback sbout resulsinvolves the degreeto which a ob provides employees with direct
and clear information about the ffectiveness of task performance. Assembly.line jobs often
provide high leels of eedback sbout results, whereas colege profesors must often contend
with indirect and ambiguous feedback about how they are performing in the lsstoon.

‘Those five job dimensions can be combined into an overall measure of job enrich-
ment. Enriched jobs have high levels of skill variet, task identiy, task significance,
autonomy, and feedback about results. They provide opportunities for self.direction,
learning, and personal accomplishment at work. Many people find enriched jobs inter.
nally motivating and satisying, (Chaper 14 discusses job enrichment more fully)

56 Outputs

Individual-job effectiveness includes two kinds of outputs, those related to how well the
jobiis performed and those having to do with how people experience their job. Perfor
mance is measured in terms of the quantity, qualit, time, and cost of producing a
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particular job outcome such as a product or service. Indicators of an individual’s experi-
ence of the job include job satisfaction, absenteeism, and personal development.

560 Alignment

The diagnostic model in Figure 5.2 suggests that the job-design clements just described
must align with each other to produce effective job outputs, such s high quality and
quantiy of individual performance, ow absentecism, and high job satsfaction.

1. Does the job design fit with the inputs? Job design should be congruent with the
larger organization design, culture, and group design within which the job s embed-
ded ** Both the organization and the group serve as powerful contexts for individual
jobs o positions. They support and reinforce particular job designs. Highly flexible
organization designs, participative cultures, and work groups that permit members
to self-regulate their behavior align with. enriched jobs. These organization and
group inputs promote autonomy, flexibilty, and innovation at the individual-job.
level. Conversely, bureaucratic organizations and cultures and groups relying on
external controls are congruent with job designs scoring low on the five design com-
ponents. These organization and group inputs reinforce standardized, routine jobs.
As suggested earlier, congruence across different levels of organizational design pro-
‘motes integration of the organization, group, and job levels. Whenever the levels do
ot fit each other, conflict is ikely to emerge.

Job design also should fit jobholders” personal characteristics if they are to
perform effectively and derive satisfaction from work. Generally, enriched jobs fit
people with strong growth needs.* These people derive satisfaction and accomplish-
ment from performing jobs involving skill variety, autonomy, and feedback about
results. Enriched jobs also fit people possessing moderate-to-high levels of task-
relevant skills, abilities, and knowledge. Enriched jobs generally require complex
information processing and decision making; people must have comparable skills
and abilities to perform effectively. Jobs scoring low on the five job-design compo-
nents generally fit people with rudimentary skills and abilities and with low growth
needs. Simpler, more routinized jobs requiring limited skills and experience fit better
with people who place a low value on opportunities for self-direction and learning.
However, because people can develop growth needs and expertise through educa-
tion, training, and experience, job design must be monitored and adjusted from
time to time to fit jobholders’ changing needs and enhanced knowledge and skills

2. Do the job-design components fit with cach other? The five job-design compo-
nents must align with each other to provide a clear and consistent direction to how
the job should be performed. Enriched job designs that score high on skill variety,
task identity, task significance, autonomy, and feedback of results signal the need for
flexibility, active engagement, and decision making to perform the job. Conversely,
traditional job designs that score low on the design components indicate the need
for routine and standardized job performances.

56e Analysis

Application 5.3 presents an example of individual-level diagnosing. As part of a larger
cost-cutting inititive, the university is considering a change in the job design of a
program administrator. The application provides information about the administrator's
current job. Diagnosing the individual-level clements and the alignment among them
can help to address whether or not the proposed change makes sense.
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JOB DESIGN AT PEPPERDINE UNIVERSITY

he Graziadio School of Business and Man-

agement (GSBM) at Pepperdine University

is one of the largest business schools in the

country and has_the thid largest part-
time MBA program. The school also provides
graduate  education aimed at different
markets including an executive MBA (EMBA),
& presidentialikey executive MBA (PKE), and a
specialized master's degree in organization
development (MSOD. The MSOD program's
curticulum  consists of 10 fourunit classes
over 22 months. Eight of the classes are con-
ducted offsite during eight-day sessions_at
both domestic and international locations. The
MSOD program office consists of a faculty
ditector, a program administrator, and an
administrative assistant. In response to cost-
cutting initatives at the university level, a pro-
posal was being considered 1o alter the job
designs of the MSOD program staff.

The MSOD Program Administrator, the
focus of this application, was responsible for
marketing and recruiting new students, man-
aging the delivery logistics of the off-site pro-
gram, managing the students’ registration and
financial relationships with the university, and
maintaining relationships with the MSOD
alumni. The marketing and recruiting duties
involved working with the Program Director
and the Director of Marketing for GSBM to
develop marketing tactics including advertise-
ments, brochures, conference marketing and
support, and other market development activi-
ties. The recruiting process involved explaining
the curriculum to prospective applicants, over-
seeing the application process for each appl-
cant, working with the faculty to have qualfied
applicants interviewed, and managing  the
admissions process. This too had to be coordi-
nated with the director and the administrative
assistant. Once a class was admitted, the Pro-
gram Administrator worked with various off-
site faciliies to establish room and board
rates and catering services; managed the
faculty's travel and teaching requirements;
managed various intersession activities includ-
ing the final exam; managed the students’

enroliment and graduation processes including
their interface with the university’s registrar
and finance office and the school's financial
aid office; and coached students through the
program. After graduation, the Program Admin-
istrator served as an unofficial placement ser-
vice, hooking up eligible graduates with
prospective employers who called looking for
MSOD talent, provided career guidance, and
worked with the program’s alumn organization
to sponsor conferences and other alumni
activites.

Each of the above activities was some-
what programmable; they occurred at specific
times of the year and could be scheduled.
However, because each applicant, student,
class, o graduate was somewhat unique, the
specific tasks or actions could not always be
specified in advance and there were a number
of exceptions and unigue situations that arose
during each day, month, or year.

The MSOD Program Administrator has
worked with the MSOD program for over 15
years and was a fixwre in both the MSOD
and the general OD communities. Year over
year, the Program Administrator delivered qual-
ified applicants in excess of avalable space
although that task had become increasingly dif-
fieult in the face of wition increases, increas-
ingly restrictive corporate policies on tuition
reimbursement, and the ups and downs of
the economy. He handled both routine and
nonroutine  administrative  details  profes-
sionally, displays and reports a high level of
job satisfaction and commitment o the pro-
gram, and has been complimented formally
and informaly by the students in the program.
In fact, each cohort develops its own relation-
ship with the administrator and he becomes a
de facto member of almost every class. The
alumni considered the Program Administrator
a key and integral part of the MSOD program.
The set of duties described above has evolved
considerably over the Program Administrator's
tenure. In particular, he has become more
involved and responsible for marketing and
rectiiting activities, and the alumni relations
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