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Results of Microcosm Groups The microcosm group intervention derives from an
intergroup relations theory developed by Alderfer, who has applied it to communica
tions and race-relations problems. A microcosm group that addressed communica-
tions issues improved the way meetings were conducted; developed a job posting,
career development, and promotion programs; and conducted new-employee orienta-
tions.'” In adition, the group assisted in the development, administration, and feed-
back of an organization-wide employee opinion survey. Alderfer also reported seven
years of longitudinal data on 2 racereations advisory group in 2 large organization.'*
Over time, white members showed significant improvements i their race-relations percep-
tions; Affican Americans consistently perceived more evidence of racism in the organiza-
tion; and attendance at the meetings varied both over time and by race. In addition to the
intragroup data, the case documented several changes in the organization, including the
development of a race-reltions competency document, the implementation of a race-
reations workshop, and the creation of an upward-mobility poliy:

‘The dearth of research on microcosm groups reflects how difficult it is to measure
parallel processes and associate them with measures of organizational processes. Given
their prevalence in organizations, however, more research on this intervention would be
welcome.

11-3b Resolving Intergroup Conflict

Unlike the interpersonal conflict interventions discussed in Chapter 10, the intergroup
conflict intervention is designed specifically to help two groups or departments within
an organization resolve dysfunctional conflcts. Intergroup conflict i neither good nor
bad in iself, and in some case, conflct among departments i necessary and prodaciive
for organizations."* This applics where there is litle interdependence among depart.
ments and conflict o competition among them can spur higher levels of productivity.
For example, organizations structured around different product lines might want to pro-
mate competition among the product groups. This might increase each group's produc-
tivit and add to the overal effectiveness of the firm.

In other organizations, especiall those with highly interdependent departments,
conflict may become dysfunctional. " Twa or more groups may grow polarized, and
their continued confict may result in the development of defensiveness and negative
stercotypes of the other group. Polarization can be revealed in such statements as:
*“Any solution they come up with is wrong,” “We find that nobody in that group will
cooperate with us,” or “What do you expect of those idiots?” Particularly when inter-
group communication is necessary, the amount and quality of communication usually
drops off. Groups begin sceing the others as “the enemy” rather than in positive or
even neutral tems. As the amount of communication decreases, the amount of
mutual problem solving falls off as well. The tendency increases for one group to
sabotage the efforts of the other group, either consciously or unconsciously. The diag-
nostic process should be oriented to understanding the history of relationships
betuween the tw groups.

Application Stages A basic strategy for improving interdepartmental or intergroup
relationships s to change the perceptions (perhaps, more accurately, misperceptions)
that the two groups have of each other. One formal approach for accomplishing this
originally described by Blake and his associates, consists of a ten-step procedure.
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1. A consultant external to the two groups obtains their agreement to work dircctly on
improving intergroup.relationships. (The use of an outside consultant is highly
recommended because without the moderating influence of such a neutral third
pasty, it is almost impossibl for the two groups to interact without becoming dead-
Iocked and polarized in defensive positions)

2. A time is set for the two groups to meet—preferably away from their normal work
sitations.

3. The consultant, together with the managers of the two groups, describes the purpose
and abjectives of the meeting: to develop better mutual reltionships, explore the
perceptions the groups have of each other, and formulate plans for improving the
relationship. The two geoups are presented. the following o similar questions:
“What qualites or attibutes best describe our group?” “What qualites or atributes
best describe the other geoup?” and “How do we think the other group will describe
us?” Then, the two groups are encouraged to establish norms of openness for feed-
back and discussion.

4. The two groups are assigned to separate rooms and asked to write their answers to
the three questions. Usually, an outside consultant works with cach group to help
the members become more open and to encourage them to develop liss that accu
ately reflect their perceptions, both of their own image and of the other group.

5. After completing their lsts, the two groups reconvene. A representative from cach
group presents the writin statements. Only the two representatives are allowed to
speak. The primary objective at this stage is (o make certain tha the images, percep-
tions, and atttudes are presented as accuratly as possible and to avoid the argu-
ments that might arise if the two groups openly confront each other. Questons,
however, are allowed to ensure that both groups clearly understand the written
lists. Justifications, accusations,or other statements are not permitted.

6. When it i clar that the two groups thoroughly understand the content of the lss,
they separate again. By this point, a great number of misperceptions and discrepan-

cies have been brought to light.

‘The task of the two groups (almost aways with a consultant as a process observer)

is to analyze and review the reasons for the discrepancies. The emphasis is on sol-

ing the problems and reducing the misperceptions. The actual or implicit question is

not whether the perception of the other group is right o wrong but rather “How did

these perceptions occur? What actions on the part of our group may have contrib-

uted to this set of perceptions?”

8. When the two groups have worked through the discrepancics, s wel a the areas of
common agreement, they meet to share both the identified discrepancies and their
problem solving approaches to those discrepancies. Because the primary focus s on
the behavior underlying the perceptions, free, open discussion is encouraged
between the two geoups, and ther oint aim is o develop an overall it of remaining
and possible sources of friction and isoltion.

9. The two groups are asked to develop specific plans of action for solving specifc prob.
Iems and for improving their relationships.

10. When the two groups have gone 2s far as possible in formulating action plans, at
east one follow-up meeting is scheduled so that the groups can report on actions
that have been implemented, identiy any further problems that have emerged, and,
where necessary, formulate additional action plans.

In addition, to this formal approach to improving interdepartmental or intergroup
relationships there are a number of more informal procedures. Beckhard asks each of
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the two groups to develop a lst of what irritates or exasperates them about the other
group and to predict what they think the other group wil say about them.* Similarly,
based on their experience at TRW Systems, Fordyce and Weil developed a modified
approach whereby each group buikds three lsts—one containing “positive feedback”
items (those things the group values and likes about the other group), a “bug” list
(those things the geoup dislikes about the other group), and an “empathy” ls (predic-
tions about what the other group’s lst contains).* When the groups come together,
they build 2 master list of major concerns and unresolved problems, which are
assigned prioriies and developed into an agenda. When they have completed the
task, the subgroups report the results of their discussions to the total geoup, which
then develops a seris of action steps for improving the relations between the groups
and comits tself to following through. For cach action step, specific responsibilties
are assigned, and an overallschedule is developed for prompt completion of the action
steps.

These different approaches to resolving intergeoup conflct form 2 continuum
from behavioral solutions to attitudinal change solutions."” Behavioral methods are
oriented to keeping the relevant parties physically separate and specifying the lim-
ited conditions under which interaction will occur. Little atiempt is made to under-
stand or change how members of each group sce the other. Conversely, attitudinal
methods, such 2s exchanging group members or requiring intense interaction with
important rewards or opportunities clearly tied to coordination, are directed at
changing how cach group perceives the other. Here, it is assumed that perceptual
distortions and. stercotyping underlic the conflict and need to be changed to
resolve it.

Mostof the OD solutions to intergroup conflict reviewed in this section favor atitu-
dinal change strategis. However, such interventions typically require considerably more
skill and time than do the behavioral solutions. Changing atitudes is diffcul in conflict
situations, especialy f the attitudes are deep-seated and form an integral part of people’s
personalites. Attitudinal change interventions should be reserved for those siuations in
which behavioral solutions might not work.

Behavioral interventions scem most applicable in situations in which task interde-
pendence between the conflicting groups s relatively low and prediciabl. For example,
the task interaction between the production and the maintenance departments might be
limited to scheduled periodic maintenance of machines. Here, higher management can
physically separate the departments and speciy the limited conditions under which
they should interact. Where the shared task requires only limited interaction, that inter-
action can be programmed and standardized.

Atitudinal change interventions scem necessary when task interdependence between
the conflicting groups is high and unpredictable, such as might be found between the
rescarch and the production departments during a new.-product introduction. Here, the
two departments need to work together closely, ofien at unpredictable times and with
novel, complex issues. When conflicts arise because of misperceptions, they must be
worked through in terms of people’s perceptions and attitudes. The shared task does
not permit physical separation or limited, specifc iteraction. i in these hghly inter-
dependent and unpredictable task situations that the conflict resolution interventions
discussed in this section are most appropriate.

Application 11.2 presents an example of intergroup conflct resolved by an atitudi-
nal change intervention.”® The method eflects a variation on the traditional process
described above and also places the intervention in a planned change context.
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various members of the PPRM and Clinical Drug
Evaluation groups. She found that opinions varied
widely s 1o the nature of the problem and its char-
acteristics. For example, some people did not per-
ceive a problem, some believed it had nothing to
do with the interaction of the project champions
and the clinical scientists, and others believed it
was a lack of clear roles and responsibiities. Over-
al, seven different themes emerged from the data,
although no single issue dominated. Faced with
this lack of agreement on the issue and its causes,
the practitioner, in collaboration with the different
groups, proposed a three-day off-site meeting to
work through the data and concerns.

The meeting was held in January 2002 in Villrs,
Switzerland (selected for it neutrality), and consisted
of exercises to improve communications and a pro-
cess to address intergroup confiict. Members of the
PPRM and Clincal Drug Evaluation groups were
asked to address the following questions:

What do we want from you?
What we don't want from you?
What do we offer/give you?

What we don't offer/give you?

Each group was asked to discuss and come to
consensus about their perceptions of the other
group. Reflecting the diagnostic data, there was a
lively discussion within each group as perceptions
were shared, discussed, and resolved.

When each group presented their results, typi-
cal responses included the following: "We want

Your expertise;” “We want everyone to be a part
of the team;” “We want input, support and agree-
ment, adequate time, and frequent interaction.”
The groups did not want surprise decisions,
delayed or filtered information, and responsibilty.
for another's job. These themes were consistent
across both groups.

The practitioner then opened the floor for a
large group discussion of the presentations.
Although a variety of issues were discussed and
claified, the groups noticed that they were in
90% agreement. The key issue that needed to be
resolved was the decision-making process. The
practitioner then faciltated a discussion of how
the two groups should make decisions and they
agreed on a method to do so.

As a result of the meting, the two groups.
reported improved relations and increased trust
because of an increased understanding of each
other's perspectives. They developed positive,
cooperative attitudes toward the other group,
understood how  different cultural backgrounds
and working styles were contributing 1o the
strained decision-making process, and were able
to reach agreement on a variety of important
roles and responsiilties. In addition, a few
weeks after the meeting, the participants said
they realized the importance of setting the time
aside to work through the issues. They gained an
appreciation for a need to have consistency in
methods and tools for the teams. The DE manage-
ment team was pleased with the results.

Results of Intergroup Conflict Interventions Early OD practitioners reported on a
number of studies concerning the effects of intergroup conflict resolution. Several
rescarchers have reported posiive results in a variety of settings, including union-
‘management relations, an Indian tribal council, government organizations, and for-
profit firms” The results include attitudinal changes, such as improved perceptions,
increased trust, and less stercotyping in addition to improved operational results. For
example, Huse found that bringing representatives of different groups together to work
on common work-related problems had a marked effect, not only on relationships
among a number of different manufacturing groups but also on the quality of the prod-
uct, which increased 6212

The technology for improving intergroup relations is promising. A greater distinc-
tion between attitudinal and behavioral changes needs to be made in planning effective
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intergroup interventions. A greater variety of interventions that address the practical dif-
fculties of bringing two groups together is also necessary. Finally, more knowledge is
needed about how culture affects intergroup conflict and how interventions need to be
adjusted in cross-cultural situations Growing knowledge and theory suggest that
conflict can be either functional or dysfunctional, depending on the circumstances
Further research is needed to identify when conflict should be intensified and when it
should be reduced.

11-4 Large Group Interventions

The third system-wide process intervention is called large group intervention. Such
change programs have been referred to variously as “search conferences,” “open.-space
metings,” “open-systems planning” “world cafés,” “future searches,” "decision accelera-
tors” and “Appreciative Inquiry Summits”* They focus on issues that affect the whole
organization or Large segments of it, such as developing new products or services,
responding to enviranmental change, redesigning the organization, or introducing new
technology. The defining feature of large group interventions, what differentites them
from confrontation meetings, is the bringing together of large numbers of organization
members, ofien more than  hundred, and a broader sange of other stakeholders for a
two- to four-day meeting or conference. Here, conference attendees work together to
identify and resolve organization-wide problems, to design new approaches to structur-
ing and managing the firm, or 1o propase future directions for the organization. Large
group interventions are among the fastest-growing OD applications. They reflect the
core values of OD (inclusion, participation, and learning), have been used sucessfully
in large and small organizations, and have been successfully adapted to a variety of
cultural contexts. ™

Large group interventions can vary on several dimensions, including purpose, size,
length, structure, and number. The purpose of these change methods can include creat.
ing the future plan and seting direction, redefining work, organization structures, and
systems, and planning or solving particular organizational problems ** Large group inter-
ventions have been run with geoups of less than 50 to more than 2,000 participants and
have lasted between one and five days. Some large group processes are reltively planned
and structured; others are more informal. Some interventions involve a single large-
group meeting; others include a succession of meetings 1o accomplish system-wide
change in a short period of time.

Despite these diffrences, most large group interventions have similar conceptual
foundations and methods.** These interventions have evolved over the past 30 years
and repesent a combination of open-systems thinking, partcipation and social construc-
tion, and self management. Open.-systems thinking, 35 outlined in Chapter 5, directs
attention to how organizations interact vith and are shaped by their environmens.
Proponents of large geoup interventions suggest that an organization's current state is
the result of the intentional and unintentional interaction among many groups and
individuals both inside and outside the organization. Changing the organization’s
vision, structure, strategy, or wark therefore requires the deliberate, face-to-face coor-
dination of these groups

‘The participation and social construction assumptions support this open-systems
view. The partcipation assumption suggests that a variety of organization stakeholders
must be involved to create an accurate view of the environment and organization. The
social construction assumption suggests that only by developing a shared understanding
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of the environment and the organization among these stakeholders can “common
ground” be found and coordinated action be possible. Without a broad and shared
view, conflcts can arise about what parts of the environment or what actions are most
important. Such perceptual disagreements make planning and implementing a coherent
strategy difficult

Finally, the self-management assumption proposes that large group processes must
create the conditions for ownership and commitment. All large group methods attempt
to create a shythm of large group presentations balanced against small-group discussions,
exercises, tasks, and dialogues. Through the small-group work, participants work with a
variety of stakeholders, build perspective, and become committed to action,

1142 Application Stages

Conducting a large group intervention generally involves preparing for the meeting, con-
ducting it, and following up on outcomes. These activities are described below.

Preparing for the Large Group Meeting A design team/microcosm group compris-
ing OD practtioners and organization members reflcting the general theme of the con-
ference is formed to plan and organize the intervention. The team generally addresses
four key ingredients for successful large group interventions: a compelling meeting
theme, appropriate participants, relevant tasks to address the theme, and postmeeting
follow.through.

1. Compelling meeting theme. Large group interventions require a compelling reason
or focal point for change. Although “people problems” can be an important focus,
‘more powerful reasans for large group efforts include managing impending mergers
o reorganizations, responding to environmental threats and opportunities, or pro-
posing radical organizational changes *” Drawing on diagnostic data regarding the
organization’s current state and the forces pressing for change, senior leaders must
communicate and make clear to others the purpose of the large group meeting
Ambiguity about the reason for the intervention can dissipate participants’ energy
and commitment to change. For example, 2 large group meeting that successfully
envisioned a hospital’s future organization design was viewed as a falure by a few
key managers who thought that the purpose was to cut costs from the hospital's
budget. Their subsequent lack of support stalled the change effort,

2. Appropriate participants. A fundamental goal of large group interventions is to
“get the whole system in the room.” This involves inviting as many people as possi-
ble who have a stake in the conference theme and who are energized and commilted
to conceiving and initiating change. Senior managers, suppliers, union leaders, inter-
nal and external customers, trade-group representatives, government and regulatory
officials, and organization members from a variety of jobs, genders, races, and ages
are potential participants.

Recent rescarch on large group interventions suggest that simple representation
from different stakeholder groups is not enough to achieve the advantages of having
the “whole system in the room." If only one customer attends the meeting, and
customers are critical to the conference theme, it is unlikely that the customer
“aice” will be fully represented in the meeting deliberations. Planners must ensure
that each important stakeholder group has sufficient representation.

3. Relevant tasks to address the conference theme. As described below, a successful
large group intervention is dependent on the sequence of tasks performed by the
group. These tasks typically are assigned to subgroups that examine the theme and

Copyright 2013 Cengage Learning. All Rights Reserved. May not be copied. scanned. o duplicated,in whole orin pat





image13.png
CHAPTER 11 ORGANIZATION PROCESS APPROACHES 311
R

draw conclusions for action. Generally, participants rely on their own experience
and expertise to address system-wide issues, rather than drawing on resources from
outside of the large group meeting. However, newer forms of large group interven-
tions, such as the decision accelerator, relax this assumption and provide a means
for the group to access information on the Internet or other sources. This ensures
that the meeting can be completed within the allotted time and that members can
participate fully as important sources of information.

The design team must think clearly about the conference objectives, the
expected deliverables, and the sequence of activities, exercises, and conversations
that will produce those results. The three generic models described in the next sec-
tion are a good starting point. However, with the help of an OD practitioner experi-
enced in large group meeting design,  team can be very creative and innovative
with respect to the activities performed during the meeting.

Finally, design teams and practitioners must give appropriate attention to the
Iogistics and support required to manage a large group of people. This includes tech.
nological issues, such as audiofvisual needs, microphones, and other communica-
tions concerns, logistical ssues, such as moving people from table to table or room
to room, note takers, and small-group faciltators, and faciltis issues, such as meals,
the size of the room, and noise. Many lrge group interventions do not meet their
objectives because of poor planning in this area.

4. Postmeeting follow.through. Abundant evidence suggests that without a clear plan
for taking the outputs, action plans, and recommendations from a large group inter-
vention, the meeting will just be an “event” There is ltle likelihood that change will
occur. Given the high expectations that are often generated by this intervention, it is
imperative that the design team specify how the outputs from the meeting vill be
used. This could include clarifying how senior leaders will make decisions about
which recommendations to support and fund, how action plans from the conference
will be integrated with other ongoing strategic initiatives, or how particular changes
will be implemented.

Conducting the Meeting The flow of events in a large group meeing can vary
greatly, depending on its purpose and the framework adopted. Most large group pro-
cesses, however, fit within three primary frameworks: open-systems methods, open-
space methods, and positive methods. These various methods reflect different strategies
for dealing with the four key dilemmas of large group interventions:**

1. The dilemma of voice refers to the problem of encouraging participation on the one
hand and being averwhelmed if cach individual wants to speak. Even when a large
group event is rlatively small in terms of participants, time would quickly run out if
everyone wanted 1o speak up in the large group.

2. The dilemma of structure refers to how tightly or loosely the meeting should be
organized. Some methods, like the open-systems processes described below, can be
tightly controlled while others, like the open-space methods, are almost unsiruc-
tured. The dilemma is not knowing how much structure a particular group prefers,
how much they want, or how much ansiety they are experiencing.

3. The egacentric dilemma refers to the problem of people holding on to their own
‘personal views of right or wrong, better or worse. When individuals hold on too
tightly, it makes large-group decision making difficult. Similarly, when a large
group event overly represents one stakeholder group, that group can dominate the
conversation and be less open to alternative points of view.
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4. The dilemma of emotional contagion refers to a group dynamic where many people
take on the frustrations or excitement of athers. When emotional contagion hap-
pens, people unconsciously give up their awnership of a problem, action, or solution
and get swept up in the moment. I represents a large group version of “groupthink”
and can result in solutions that people, upon reflection, cannot support,

Open-Systems Methods. A variety of large group approaches, such as search confer-
ences, open-systems planning, decision accelerators, and real-time strategic change,
have their basis in open-systems methods and are among the more structured large
group processes. These approaches help organizations assess their environments system-
atically and develop strategic responses to them. They help organization members
develop a strategic mission for relating to the environment and influencing it in favor-
able directions. Open.-systems methods begin with a diagnosis of the existing environ-
ment and how the organization elates 1o it They proceed to develop possible future
environments and action plans to bring them about." These steps are described belov.

1. Map the current environment surrounding the organization. In this step, the dif-
ferent domains or parts of the environment are identified and prioritized. This
involves listing all external groups directly interacting with the organization, such
as customers, suppliers, or government agencies, and ranking them in importance.
Participants then are asked to describe each domain’s expectations for the organiza-
tion's behavior.

2. Assess the organization’s responses to environmental expectations. This step asks
participants to describe how the organization currently addresses the environmental
expectations identified in step 1.

3. Identify the core mission of the organization. This step helps to identify the
underlying purpose or core mission of the organization, as derived from how it
responds to external demands. Attention is directed at discovering the mission as it
i revealed in the organization’s behavior, not as it is pronounced in the organiza-
tion's official statement of purpose. This is accomplished by examining the organiza-
tion and environment transactions identified in steps 1 and 2 and then assessing the
values that seem to underle those interactions. These values provide clues about the
actual identity or mission of the organization.

4. Create a realistic future scenario of environmental expectations and organization
responses. This step asks members to project the organization and its environment
into the near future, assuming no real changes in the organization. It asks partici-
pants to address the question, “What will happen if the organization continues to
operate as it daes at present?” Participant responses are combined to develop a likely
organization future under the assumption of no change.

5. Create an ideal future scenario of environmental expectations and organization
responses. Members are asked to create alternative, desirable futures. This involves
going back t0 steps 1, 2, and 3 and asking what members ideally would like to se
happen in the near future in both the environment and the organization. People are
encouraged to fantasize about desired futures without worrying about possible
constraints.

6. Compare the present with the ideal future and prepare an action plan for reduc-
ing the discrepancy. This last step identifies specific actions that will move both the
environment and the organization toward the desired future. Planning for appropri-
ate interventions typically occurs in three timeffames: tomorrow, six months from
now, and two years from now. Participants also decide on a follow-up schedule for
sharing the flow of actions and updating the planning process.
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‘There are a number of variations on this basic model, each of which follows a simi-
lar pattern of creating comman ground, discussing the issues, and devising an agenda for
change. For example, search conferences begin with an exercise called “appreciating the
past,” which asks participants to examine the significant events, milestones, and high-
lights of the organization’s previous 30 years (or less, in the case of newer organiza-
tions).* It demonstrates that participants share a common history, although they may
come from different organizations, departments, age groups, or hierarchical leves.

Once common ground is established, members can discuss the system-wide issue or
theme. To promote widespread participation, members typically organize into subgroups of
eight to ten peaple representing s many stakeholder viewpoints as possible. The subgroups
may address a general question (for example, “What are the opportunitis for new business
in our global market?") or focus on a specific isue (for example, “How can we improve
quality and cut costs on a particular product line?”). Subgroup members brainstorm answers
o these questions, record them on flipchart paper, and share them vith the larger group.
‘The whole group compares responses from the subgroups and identifies common themes
Other methods, such as presentations to the large group, small-group meetings on particular
aspects of the conference theme, or spontaneous meetings of interest to the participants, are
used to discuss the conference theme and distrbute information to members

‘The final task of large group meetings based on open-systems methods is creating
an agenda for change. Participants are asked to reflect on what they have learned at the
meeting and to suggest changes for themselves, their department, and the whole organi:
zation. Members from the same department ofen are grouped together to discuss their
praposals and decide on action plans, timetables, and accountabilities. Action items for
the total organization are referred to a steering committee that addresses organization-
wide policy issues and action plans. At the conclusion of the large group meeting, the
departmental subgroups and the steering commmittee report their conclusions to all parti-
cipants and seck initial commitment to change.

‘Application 11.3 describes the large group decision accelerator process at Alegent
Health. The decision accelerator model was used to generate an innovative vision and
strategy for the key clinical areas within the health care system. It followed an open-
systems model to design and implement its large group meeting,

Open-Space Methods. The second approach to large group interventions attemps to
address the four dilemmas by imposing a minimal level of formal structure. Open-
space methods temporarily restructure or “self-organize” participants around interests
and topics associated with the conference theme. They generally follow these steps:

1. Set the conditions for self-organizing. In the first step, the OD practitioner or manager
responsible for the arge group intervention sets the stage by announcing the theme of the
session and the norms that will govern it. In addition, participans are informed that the
meeting will onsist of small-group discussions convened by the participants and addres
sing any topic they believe crifical to the theme of the conference. Two sets of norms gov-
em how open-space methods are applied, and although the norms may sound
‘ambiguous, they are critcal to establishing the conditions for a successful meeting,

The first set of norms concerns the “Law of Two Feet” It encourages people to
take responsibility for their own behavior—to go to meetings and discussions where
they are learning, contributing, or in some way remaining interested. Moving from
group to group is legitimized by the roles of “butterflies” and “bumblebees.” Buter-
flies attract others into spontancous conversations and, in fact, may never attend
a formal meeting. Bumblebees go from group to group and sprinkle knowledge,
information, or new ideas into different meetings.
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The second set of norms is labeled the “Four Principles.” The first principle is
“whoever comes is the right people.” It is intended to free people to begin conversa-
tons with anyone at any time. It also signals that the quality of a conversation is
what's most important, not who's involved. The second principle, “Whatever hap.
pens is the only thing that could have,” infuses the group with responsibiliy,
encourages participants to be flexible, and prepares them to be surprised. “Whenever
it starts is the right time” is the third principle and is aimed at encouraging creati
ity and following the natural energy in the group. The final principle, “When it’s
over, it’s over,” allows people to move on and not feel like they have to meet for a
certain time period or satisfy someone else’s requirements,

2. Create the agenda. The second step in open-space interventions is to develop a road
map for the remainder of the conference. This is accomplished by asking partici-
pants to describe  topic related to the conference theme that they have passion for
and interest in discussing. This topic is written on 2 large note card or “sticky note,”
announced to the group, and then posted on the community bulletin board where
meeting topics, times, and locations are displayed.’* The person announcing the
topic agrees to convene the meeting at the posted time and place and to prepare a
short summary of the meeting. This process continues until everyone who wants o
define a topic has been given the chance to speak. The final activity in this step asks
participants to sign up for as many of the sessions as they have interest in. The
open-space meeting begins with the first scheduled sessions.

3. Coordinate activity through information. During an open-space session, there are
w0 ways to caordinate activities. First, each morning and evening a community
meeting is held to announce new topics that have emerged for which meeting
dates and times have been assigned, or to share observations and learnings. Second,
as the different meetings occur, the conveners produce one-page summaries of what
‘happened, who attended, what subjects were discussed, and what recommendations
or actions were proposed. Typically, this is done on computer in a room dedicated
for this purpose. These summaries are posted near the community bulletin board in
an area often labeled “newsroom.” Participants are encouraged to visit the news.
room and become familiar with what other groups have been discussing. The sum-
maries also can be printed and copied for conference participants.

Positive Methods. The final large group intervention represents a hybrid approach to
the four dilemmas. It is distinguished from the other two methods by its use of the posi-
tive approach to change described in Chapter 2. In fact, many of the futuring and vision.
ing exercises in the open-systems approaches that help guide members in creating
“inages of potential” toward which the organization can grow and develop are drawn
from this approach.’* These methods can increase members' energy for change and
build a broad consensus toward a new future. Like other large group methods, these
approaches can help look at a variety of organizational issues; however, their distinguish.
ing feature is the “appreciative” framing of issues and the leveraging of the organization’s
positive core atiributes. The Appreciative Inquiry (Al) Summit approach suggests that
human organizing and change should be a reltional process of inquiry, grounded in
affirmation and appreciation.’” The four steps in an Al summit are as follows:

1. Discover the organization’s positive core. With respect to the purpose of the summit,
‘participants first pair up with another person and conduct an appreciative interview. If
the summit is organized to take advantage of a new market opportunity, the questions
would generate stories about experiences where a group or organization was most
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successful in being entrepreneurial and swift. If the summit were about addressing poor
organization coordination, the questions and stories would be personal experiences
where two or more groups worked well together.

Following the interviews, the pairs join up with three other pairs to discuss their
answers to the questions. What is it that is common among all these stories? What
are the elements of successful entrepreneurship or collaboration, for example? These
small-group conversations are then aggregated to create a broad and inclusive lst of
success factors and other themes associated with these successful experiences.

2. Dream about and envision a more desired and fulfilling future. In this step, par-
ticipants use the themes and success factors from the first actvity to develop com-
pelling images of the future. In this visioning exercise, participants are encouraged to
‘make bold and provocative propositions about what could be in the future. To arrive
at a bold vision, small groups share their greatest hopes or act out skits and presen-
tations that convey what they believe is possible. Unlike open system or open-space
‘methods, there s very litle prioritizing or culling out of the best or more compelling
themes. The positive approach believes that breadth and inclusiveness are the most
important way to galvanize organization change.

3. Design the structural and systems arrangements that will best reflect and support
the vision or dream. Members of the summit identify the design features (strategies,
structures, systems, processes) that will need to be in place to make the vision a real-
ity. This step allows participants to articulate the dream in concrete terms.

4. Create the specific action plans that will fulfll the organization’s destiny. The
primary task of the destiny step is 1o identify the projects, initiatives, and action
plans required to implement the design criteria. Task forces are formed, teams vol-
unteer to take on projects, and any governance mechanisms needed to coordinate
the effort are created.

Following Up on Meeting Outcomes Follow-up efforts are vital to implementing
the action plans from large-scale interventions. These efforts involve communicating
the results of the meeting to the rest of the organization, gaining wider commitment
0 the changes, and structuring the change process. In those cases where al the members
of the organization were involved in the large group meeting, implementation can proceed
immediately according t0 the timetable included in the action plans.

1144 Results of Large Group Interventions

The number of case studies descrbing the methods and results of large geoup interven-
tions has increased dramatically. Such inerventions have been conducted at for-profit
firms like Allstate Insurance, HewlettPackard, Toyots, Boeing, Microsof, Motorola, Mar-
riott, and Rockport, and at such governmentl and nongovernmental orgnizations as Save
the Children, World Vision, the Ciy of Carlsbad, California, and the US. Deprtment of
Agriculure. Large group interventions are increasingly common in other countie,includ-
ing Pakistan, South Africa, China, Australia, England, Mexico, and India*® Despite the
prolferation of practce, however, Purser and Grifin lament that “empirical rescarch,
such as longitudinal studics, quas-experimental fild studies, and studics of large sample
sizes actoss 3 wide variety of large-group interventions are severely lacking. Data that is
avaiable tends to be anecdotal or single case studies from practtoners and consuliants
who have a commercial stake in promoting their own methods.™ Yaeger, Sorensen, and
Bengisson's review of Al support thi criticism. Of the 34 reported empirical evaluations
of the Al Summit approach, all of them were case studies.™
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In response to some of these concerns, Worley, Mohrman, and Nevitt analyzed six
large group interventions conducted at Alegent Health in Omaha, Nebraska.* The six
“decision accelerators” were nearly identical in purpose—to develop a new strategy and
vision—and in design. They varied only in the composition of the group and the specific
theme (eg, cardiology versus women's and children's health) being addressed. The
study’s methods—a naturally occurring field experiment and independent measures—
allowed the researchers to isolate the relationships among group composition, process,
and outcomes and rule out various alternative explanations for the results

Two conclusions were particularly important. First, the study supported the popular
assertion that group compasition or “getting the whole system in the room” affected
group process, but as noted carler, the data showed that it was “balanced representation”
that was important. When the decision accelerators were papulated with relatively equal
numbers of organization members, physicians, and community representatives (e,
patients, government officials, regulatory representatives, and vendors), the large group
process was more likely to consider the views of the different stakeholders and consider
a wider variety of strategy, vision, and change options. Second, although the study did
not support a relationship between group composition and outcomes, it did support the
hypothesis that characteristics of the group’s process had important influences on the
decision accelerator’s outcomes. In particular, the more “intense” the debate and discus-
sion of different issues in the meeting, the more comprehensive, aggressive, and innova-
tive was the strategy and vision as described by the participants.

Because large group interventions often set the stage for subsequent OD interven-
tions, it is difficult to isolate their specific results from those of the other changes. Anec.
dotal evidence from practitioners and case studies suggest that benefts can include
increased energy toward organizational change, improved feclings of community, ability
to sce “outside the box,” increased speed of change, and improved relationships with sta.
keholders.** In addition, several case studies have documented improved business out-
comes, such as decreased turnaver, absenteeism, and costs.’" Clearly, more systematic
research is needed on this important system-wide process intervention.

C summary e

This chapter described three types of system-wide
process interventions: confrontation meetings, inter-
group interventions, and large group interventions.
The organization confrontation meeting is a way of
‘mobilizing resources for organizational problem soly-
ing and seems especially relevant for organizations
undergoing  stress. The intergroup  relations
approaches are designed to help solve a variety of
organizational problems. Microcosm groups can be
formed to address particular issues and use parallel
processes to diffuse group solutions to the organiza-
tion. The intergroup conflict resolution approach
involves a method for mitigating dysfunctional
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conflicts between groups or departments. Conflict
can be dysfunctional in situations in which groups
‘must work together. It may, however, promote orga-
nizational effectiveness when departments are rela-
tively independent of each other. Large group
interventions are designed to focus the energy and
attention of a “whole system” around organizational
processes such as a vision, strategy, organization
design, or culture. It is best used when the organiza-
tion is about to begin a large-scale change effort or is
facing a new situation. These three process interven-
tions represent important, time-honored, and success-
ful methods of introducing change in organizations.
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Understand the diagnostic issues associated with i
and group dynamics interventions.

terpersonal relations

lllustrate the principles of the process consultation intervention.

Describe the process of t

party conflit resolution.

Discuss and evaluate the core organization development (OD)
intervention of team building.

his chapter discusses change  programs

dynamics. They are among the earliest inter-
ventions devised in OD, they remain very popular,
and they have been adapted for use in a variety of
worldwide and cross-cultural settings. Interper-
sonal and group process approaches are aimed
at helping group members assess their interac-
tions and devise more effective ways of working.
These change programs represent a basic. skill
requirement for an OD practitioner.

Interpersonal and group process approaches,
including process consultation, thirckparty  inter-
ventions, and team buiding, are among the most
enduing OD interventions. Process consultation
helps group members understand, diagnose, and
improve their behaviors. Through process consul-
tation, the group should become better able to
use its own resources to identify and soive the
interpersonal problems that often biock work-related
problem solving. Thirdhpary interventions  focus
directly on dysfunctional interpersonal confiict. This
approach is used only in special circumstances and
only when both parties are wiling to engage in the
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process of direct confrontation. Team building is
aimed both at helping a team perform its tasks
better and at satisfying indvidual needs. Through
team-buiding activities, group goals and norms
become clearer. In addition, team members
become better able to confront difficulties and
problems and to understand the roles of indviduals
within the team. Among the specalized team-
buiding approaches presented are interventions
with ongoing teams and temporary teams such as
project teams and task forces.

the economy  has and as

globaiized
organizations i other counties have developed
D practitioners are applying these fundamental

OD interventions more and Like other
social innovations, however, process consultation,
thirt-party interventions, and team bulding must be
adapted to fit with local cultural values. Traditional
OD values, rooted in North American and
European cultures, favor openness, directness, and
participation. Other country and organization cultures
may not favor these same values, requiing
adjustments in these interpersonal and group
process interventions. For example, - third-party

more.
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interventions are less likely in Asia given the “saving  uncertainty, avoidance, and deference to authority
face” norms prevalent in that region. Similarly, team-  during problem-solving activities or  interventions.
bulding processes must account for noms of  intended to alter group processes.

1041

Diagnostic Issues in Interpersonal and Group
Process Interventions

Chapter 5 introduced the diagnostic issues associated with OD interventions. With
respect to interpersonal and group process issues, we draw mostly from the concepts
involved in group-level diagnosis. The primary inputs to understanding group effective-
ness are the organization’s design —its strategy, structure, and culture. For example, if the
organization is pursuing an aggressive growth strategy with a functional structure,
‘moderate-to-high levels of conflict may be quite acceptable. As described in Chapter 12,
the high levels of expertise that are a strength of functional structures also produce a
tendency for conflict. The OD practitioner must diagnose whether the aggressive objec-
tives are exacerbating that tendency. Client concerns over the levels of conflict and
requests for conflct resolution interventions may be inappropriate. The organization’s
design may be a more important driver of conflct than individual skill levels or group
functioning problems.

‘The primary design components of group effectiveness are goal clarity, task struc-
ture, composition, group functioning and performance norms. Each of these design
components must be considered in interpersonal and group process interventions. For
example, if a group's goals are not clear, improving their decision-making processes
‘may only allow them to be more effective at solving the wrong problems.

In general, however, individual and group process interventions address the task
structures, group functioning, and performance norm clements of the model, and their
current characteristics must be diagnosed. Such social processes directly and indirectly
afect how work is accomplished. When group process promotes ffecive interactions,
groups are likely to perform tasks successfully.' Group process includes:

+ Communications. One area of interest in all of these interventions is the nature and
style of commaunication, o the process of transmitting and receiving thoughts, facts,
and feelings. Communication can be overt—who talks to whom, about what, for
how long, and how often. It can include body language, including facial expressions,
fidgeting, posture, and hand gestures.” Communication can also be covert, as when a
‘manager says, “I'm not embarrassed” as his or her face turns scarlet. Covert commu-
hication is “hidden” and the process consultant often secks to find the best way to
‘make the message more explicit

+ The functional roles of group members. The OD practtioner must be keenly aware
of the different roles individual members take on in a group. Both upon entering and
while remaining in a group, individuals must address and understand the sel.identity,
influence, and power issues that will satisfy personal needs while working to accom-
plish group goals. In addition, group members must take on roles that enhance:
(a) taskrelated actvites, such as giving and seeking information, elaborating work
processes, and coordinating and evaluating activities; and (b) group-maintenance
actions, directed toward holding the group together as a cohesive team, including
encouraging, harmonizing, compromising, setting standards, and observing. Many
ineffective geoups perform litle group maintenance, and this is a primary reason for
bringing in an OD consultant
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+ Group problem solving and decision making. To be effective, a group must be able
to identify problems, examine alternatives, and make decisions. For example, one
wway of making decisions i to ignore a suggestion, as when one person makes a sug-
gestion and someone else offers another before the first has been discussed. A sec-
‘ond method is to give decision-making power to the person in authority. Sometimes
decisions are made by minority rule—the leader arrives at a decision and turns for
agreement to several people who wil comply. Frequently, slence is regarded as con-
sent. Decisions can also be made by majority rule, consensus, or unanimous consent.
The OD consultant can help the group understand how it makes decisions and the
consequences of each decision process, as well as help diagnose which type of deci
sion process may be the most effective in a given situation. Decision by unanimous
consent or consensus, for example, may be ideal in some circumstances but too
time-consuming or costly in other situations.

+ Group norms. Especially if a group of people works together over a period of time,
it develops group norms or standards of behavior about what is good or bad,
allowed or forbidden, right or wrong. The OD consultant can be very helpful in
assisting the group to understand and articulate its own norms and to determine
whether those norms are helpful or dysfunctional. By understanding its norms and
recognizing which ones are helpful, the group can grow and deal realistcally with its
environment, make optimum use of its own resources, and learn from s own
experiences.’

+ The use of leadership and authority. An OD practitioner needs to understand pro-
cesses of leadership and how different leadership styles can help or hinder a group’s
functioning. In addition, the consultant can help the leader adjust his or her style to
fit the situation.

Each interpersonal and group process intervention includes diagnosis as an essential
ingredient and is guided by the client’s objectives and understanding of these processes.

10-2 Process Consultation

Process consulation (PC) i a general framevork for carrying out helping relationships.*
Schein defines process consultation as “the creation of a relationship that permils the
dient to perceive, understand, and act on the process events that occur in [his or he]
internal and external environment in order to improve the situation 35 defined by the
dlient.” The process consultant does not offer expert help in the form of solutions to
problems, s in the doctor-patient model. Rather, the process consultant works to help
managers, employees, and groups assess and imprave Aunian processes, such as commu
nication, interpersonal relations, decision making, and task performance. Schein argues
that efective consultants and managers should be good helpers, ading others in getting
things done and in achieving the goals they have set Thus, PC i as much a philosophy
a5 set of techniques aimed at performing this helping relationship. The philosophy
ensures that those who are receiving the help own their problems, gain the skils and
expertse to diagnose them, and solve them themselves. PC s an approach to helping
people and groups help themselves.

‘As a philosophy of helping relationships, Schein proposes ten principls to guide the
process consultan’s actions.”

+ Alvays try to be helpful. Process consultants must be mindful of their intentions,
and each interaction must be oriented toward being helpful.
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+ Alvays stay in touch with the current reality. Each interaction should produce
diagnostic information about the current situation. It includes data about the clients
opinions, beliefs, and emations; the systemy’s current functioning; and the practi-
tioner's reactions, thoughts, and feelings.

+ Access your ignorance. An important source of information about current reality is
the practitioner's understanding of what is known, what is assumed, and what is not
Known. Process consultants must use themselves s instruments of change.

+ Everything you do is an intervention. Any interaction in a consultative relationship
‘gencrates information as well as consequences. Simply conducting preliminary inter-
Views with group members, for example, can raise members awareness of a situation
and help them sce it in a new light.

+ The client owns the problem and the solution. This is a key principle in all OD
practice. Practtioners help clients solve their own problems and learn to manage
future change.

+ Go with the flow. When process consultants access their own ignorance, they ofien
realize that there is much about the client system and its culture that they do not
know. Thus, practitioners must work to understand the client’s motivations and
perceptions.

+ Timing i crucial. Observations, comments, questions, and other interventions intended
1o be helpfl may work in some circumstances and fal in others. Process consultants
‘must be viglant 1o occasions when the clent is open (or not open) to suggestions.

+ Be constructively opportunistic with confrontive interventions. Although process
consultants must be willing to go with the flow, they also must be willing to take
appropriate risks. From time to time and in their best judgment, practitioners must
learn to take advantage of “teachable moments.” A well-crafted process observation
or picce of feedback can provide a group or individual with great insight into their
behavior.

+ Everything is information; errors will always occur and are the prime source for
learning. Pracess consultants never can know fully the client’s reality and invariably
will make mistakes. The consequences of these mistakes, the unexpected and sur-
prising reactions, are important data that must be used in the ongoing development
of the relationship.

+ When in doubt, share the problem. The default intervention in a helping relation-
ship is to model openness by sharing the dilemma of what to do next

10-2a Basic Process Interventions

For cach of the interpersonal and group processes described above, a variety of interven-
tions may be used. In broad terms, these are aimed at making individuals and groups
more effective.”

Individual Interventions These interventions are designed primarily to help people
be more effective in their communication with others. For example, the process consul-
tant can provide feedback to one or more individuals about their overt behaviors during
meetings. At the covert or hidden level of communication, feedback can be more per-
sonal and is aimed at increasing the individual's awareness of how their behavior affects
others. A useful model for this process has been developed by Lut in what is called the
Johari Window” Figare 10.1,a diagram of the Johari Window, shows that some personal
issues are perceived by both the individual and others. This s the “open” window. In the
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FIGURE 101

The Johari Window

'SOURCE: Adsptad from “The Johar Windaw,” Hurman Relations Training News 5 (19611 6-7.

“hidden” window, people are aware of their behavior, motives, and issues, but they con-
ceal them from others. People with certain feelings sbout themselves or others in the
wark group may not share with others unless they feel safe and protected; by not reveal-
ing reactions they fecl might be hurtful or impolite, they lessen the degree of
communication,

‘The *blind” window comprises personal issues that are unknown to the individual
but that are communicated clearly to others. For example, one manager who made fre-
quent business trips invariably told his staff to function as a team and to make decisions
in his absence. The staff, however, consistently refused to do this because it was clear o
them, and o the process consultant, that the manager was really saying, “Go ahead as a.
team and make decisions in my absence, but be absolutely certain they are the exact
decisions I would make if I were here.” Only after the manager participated in several
meetings in which he received feedback was he able to understand that he was sending
a double message. Thereafter, he tried both to accept decisions made by others and to
use management by objectives (described in Chapter 12) with his staff and with individ-
ual managers. Finally, the “unknown” window represents those personal aspects that are
unknown to either the individual or others. Because such areas are outside the realm of
the process consultant and the group, focus is typically on the other three cells.

‘The individual interventions described in practice encourage people to be more apen
with others and to disclose their views, opinions, concerns, and emotions, thus reducing
the size of the hidden window. Further, the consultant can help individuals give feedback
t0 others, thus reducing the size of the blind window. Reducing the size of these two
windows helps improve the communication process by enlarging the open window, the
“self” that is open to both the individual and others. This is a very North American and
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European notion and using the Johari windoww in this way may not be appropriate in
diffeent cultural and cross-cultural settings.

Before OD pracitioners give individual feedback or encourage others to engage in
feedback activitcs, they first must observe relevant events, ask questions to understand
the contextual and cultural ssues fully, and make cerain that the feedback is given to
the client in a usable manner. " The following are guidelines!! for effctive feedback in
a Western seting:

+ The giver and receiver must have consensus on the receiver's goals.
+ The giver should emphasize description and appreciation.

+ The giver should be concrete and specific.

+ Both giver and receiver must have constructive motives.

+ The giver should not withhold negative feedback if it is relevant.

+ The giver should own his or her observations, feclings, and judgments.
+ Feedback should be timed to when the giver and receiver are ready.

To the best of our knowledge, there are no guidelines for ffctive feedback in other
cultures, and it may be one of the best indicators of a Western bias in OD. Under the
assumption that knowing how you are perceived by others is a generally positive con-
cept, feedback should be guided by the values of the local country and organization.
For example, being “concrete and specific” may be inappropriate for relationship-
oriented cultures, and gaining consensus on the receiver's goals or worrying sbout the
timing of feedback may not be an issue i cultures with strong authoritarian values.

Group Interventions These interventions are aimed at the process, content, or siruc-
tare of the group. Pracess interventions sensitize the group to its own internal processes
and generate interest in analyzing them. Interventions include comments, questions, or
observations about relationships between and among group members; problem solving
and decision making; and the identity and purpose of the group. For example, process
consultants can help by suggesting that some part of cach meeting be reserved for exam-
ining how these decisions are made and periodically assessing the feclings of the group's
members. As Schein points out, however, the basic purpose of the process consultant is
not o take on the role of expert bu to help the group share in its own diagnosis and do
a better job in learning to diagnose its own processes: “It is important that the process
consultant encourage the group not only to allocate time for diagnosis but to take the
lead itself in trying to articulate and understand its own processes.”* This sound advice
helps to make process consultation relevant in different cultural contexts.

Content interventions help the geoup determine what it works on. They include
comments, questions, or observations about group membership; agenda setting, review,
and testing procedures; interpersonal issues; and conceptual inputs on task-related
topics.

P inall, strctural inerventons el the group examine the sable and recuring
methods it uses to accomplish tasks and deal with external issues. They include com-
ments, questions, or observations about inputs, resources, and customers; methods for
determining goals, developing strategies, accomplishing work, assigning responsibilit,
monitoring progress, and addressing problems; and relationships to authority, formal
rules, and levels of intimacy.

Application 10.1 presents an example of process consultation at Christian Caring
Homes. The focus of the application is the relationship between two senior execuives
during a succession process but also involves relationships with the organization’s
board and top-management team."*
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such a move could have unknown implications for
a smooth transition. Instead, he chose the oppor-
tunity to readdress and possibly advance the tran-
sition process by offering an observation and a
confronting intervention

“The observation was that the transition between
Winston and Paul would necessarly require changes.
throughout the  organization. Working with the
proposed structure was one way fan experiment)
to anticipate and work thiough the changes in
responsibites that might bring clarity for the execc-
tives consttuting the SLT. Simon could help them
learn from their work.

The confronting intervention was to send Win-
ston and Paul an email with an attachment entitied
“The Leader's First 90 Days,” and a single ques-
tion: "When does Paul's first 90 days begin?”

The email generated numerous intense con-
versations between Paul and Winston. The con-
cept of “When does the transition of power take
place” surfaced the assumptions of the two men
Several differences in philosophy and expectations
also surfaced. Winston thought the change would
take place in nine months. Paul thought he should
have full authority in three months| They also faced
choices about what the future CCH organization
would look ke structurally and stylistically.

Simon saw the two as behaving kindly with
each other but not managing the differences. He
chose to speak individually with each to help
them clarify their concerns and to get their sugges-
tions for moving forward. Winston was not clear
that the legal transition could take place so soon
and had no proposal for what his role would be
after the "official tuover.” Paul was anious to
make some changes and did not want Winston to

273
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influence decisions he would have to ive with in
the long term. Meeting again with the two, Simon
asked them to share their concerns and suggest
ways for moving forward. They concluded they
should describe their situation with the Transition
Steering Committee.

Subsequently, Paul, Winston, and Simon met
with the Board's Transition Steering Committee.
Simon limited his role to encouraging openness
on the part of the two leaders as they shared
their thoughts with the committee. Led by the
Board president, the committee started to shift
from a neutral position 1o that of supporting
Paul's position, the person they would be working
with in determining the future of CCH.

The committee’s dialogue resulted in Paul's
ability to move forward with his own vision and at
the same time create a role for Winston as outgo-
ing CEO. The committee supported a decision
whereby Winston would relinquish the fitle of
"CEO and President” four months earlier than
planned. He would take the tille of "CEO and
President-Emeritus” and serve as mentor to Pau,
reporting only to him.

Simon's fourmonth “transition process consuk-
taton” was coming to an end. He requested a
review of his engagement. As a result, Paul in his
new CEO role) asked Simon to reengage for another
four months. Significantly, Paul took this decision
independent of Winston or the SLT, consulting only
with the Board president. Simon saw this as a vote
of confidence, evidence of a new set of operating
assumptions emerging, and an opporturity 10 sup-
port Paul as he took on his broader CEO respansibi-
ities, including buiding a stronger relationship with
the CCH Board and the Board president.

10-2b Results of Process Consultation

Although process consultation s an important part of organization development and has
been widely practiced over the past 45 years, a number of difficulties arise in trying to
‘measure performance improvements as a result of process consultation. One problem is
that most process consultation is conducted with groups performing mental tasks (e,
decision making); the outcomes of such tasks are difficult to evaluate. A second difficulty
with measuring PCs effects occurs because in many cases process consultation is

Copyright 2013 Cengage Learning. All Rights Reserved. May not be copied. scanned. o duplicated,in whole orin pat





image26.png
274

PART 3 HUMAN PROCESS INTERVENTIONS

103

combined with other interventions in an ongoing OD program. Isolating the impact of
process consultation from other interventions is challenging.

Kaplan's review of process-consultation studies underscored the problems of
measuring performance effects* 1t examined published studies in three categories:
(1) reports in which process intervention is the causal variable but performance is
measured inadequately o not at all, (2) reports in which performance is measured but
process consultation is not isolated as the independent variable (the case in many
instances), and (3) research in which process consultation is isolated as the causal
variable and performance is adequately measured. The review suggests that process
consultation has positive effects on participants, according to self-reports of greater per-
sonal involvement, higher mutual influence, group effectiveness, and similar variables.
However, very little,if any, research clearly demonstrates that objective task effectiveness
was increased. In most cases, either the field studies did not directly measure perfor-
‘mance or the effect of process intervention was confounded with other variables.

A third problem with assessing the performance effects of process consultation is
that much of the relevant research has used people’s perceptions rather than hard perfor-
mance measures as the index of success.'* Although much of this rescarch shows positive
results, these findings should be interpreted carefully until further rescarch is done using
more conerete measures of performance.

Third-Party Interventions

“Third-party interventions focus on conflcts arising between two or more people within
the same organization. Conflict i inherent in groups and organizations and can arise
from a variety of sources, including differences in personality, task orientation, goal
interdependence, and perceptions among group members, as well as competition for
scarce resources. Tjosvold notes that too litle consensus on the definition of conflict
has contributed to the perception that conflict is bad. Moreover, when it is defined as
opposing interests or divergent goals, it narrows the range of potentially productive
interventions. He suggests that conflct is best viewed as “incompatible activities.” Such
a definition opens up options for resolution, places responsibility for the conflct with the
individuals involved, and allows conflct to be seen in a positive way.'

To emphasize that conflict is neither good nor bad per se is important.” Conflict
can enhance motivation and innovation and lead to greater understanding of ideas and
views. On the other hand, it can prevent people from working together constructively,
destroying necessary task interactions among group members. Consequently, third-
party interventions are used primarily in situations in which conflct significantly dis-
rupts necessary task interactions and work relationships among members

‘Third-party interventions vary considerably depending on the kind of issues under-
lying the conflict. Conflict can arise over substantive issues, such as work methods, pay
rates, and conditions of employment, or it can emerge from interpersonal issues, such as
personalities and misperceptions. When applied to substantive issues, conflict resolution
interventions often involve resolving labor-management disputes through arbitration
and mediation. The methods used in such substantive interventions require considerable
training and expertise in law and labor relations and generally are not considered part of
OD practice. For example, when union and management representatives cannot resolve a
joint problem, they can call upon the Federal Mediation and Conciliation Service to help
them resolve the conflict. In addition, “alternative dispute resolution” (ADR) practices
increasingly are offered in lieu of more expensive and time-consuming court trials™®
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and can provide a more structured process of conflict resolution in cultures where direct
confrontation is inappropriate. Conflicts also may arise at the boundaries of the organi:
zation, such as between suppliers and the company, between a company and a public
policy agency, or between multiple organizations or groups.

‘When conflict involves interpersonal issues in developed, Western organizations,
however, OD has developed approaches that help control and resolve it. These third-
party interventions help the parties interact with each other directly, recognize the per-
sonal choices each party is making, and faciltate their diagnosis of the conflct and its
resolution. The abilty to faciltate confict resolution is a basic skill in OD and applies
t0 all of the process interventions discussed in this chapter. Consultants, for example,
frequently coach clients through a conflict or help organization members resolve inter-
personal conflicts that invariably arise during process consultation and team building.

‘Third-party interventions cannot resolve all interpersonal conflicts in organizations,
nor should they. Many times, interpersonal conflict are not severe or disruptive enough
to warrant attention. At other times, they simply may burn themselves out. Evidence also
suggests that other methods may be more appropriate under cerain conditions. For
example, managers tend to control the process and outcomes of conflict resolution
actively when they are under heavy time pressures, when the disputants are not expected
to work together in the future, and when the resolution of the dispute has a broad
impact on the organization.”” Under those conditions, the third party may resolve the
conflict unilaterally with litle input from the conflcting parties.

10-3a An Episodic Model of Conflict

Interpersonal conflict often occurs in terative, cyclical stages known as “episodes.” An
episodic model is shown in Figure 10.2. At times, issues underlying a conflict are latent
and do not present any manifest problems for the parties. Then something triggers the
condlict and brings it into the open. For example, reports identifying cost averruns or a
dissatisfied customer can trigger a violent disagreement or frank confrontation. Because
the focus is on resolving the expense or customer problem, the interpersonal conflict
remains unresolved and again becomes latent. And again, something triggers the conflict,
‘making it overt, and so the cycle continues with the next conflit episode.

A Cyclical Model of Interpersonal Cor

e S e o
kg o =
_— o

'SOURCE: Managing Confict: Interperscnal Dialogue and ThikParty Roles Prenice Hall Organizaiona Development Sares, 2nd ad.
by Walion, Richard £, ISBN 0201088502. © 1387 Adcson'Wesey.
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10-3b Facilitating the Conflict Resolution Process

Walton has identified a number of factors and tactical choices that can facilitate the use
of the episodic model in resolving the underlying causes of conflict.”” The following
ingredients can help third-party consultants achieve productive dialogue between the dis-
putants so that they examine their differences and change their perceptions and beha-
viors: mutual motivation to resolve the conflict; equality of power between the parties;
coordinated attempts to confront the conflct; relevant phasing of the stages of identify-
ing differences and of searching for integrative solutions; open and clear forms of com-
‘munication; and productive levels of tension and stress.

Among the tactical choices identified by Walton are those having to do with diagno-
sis, the context of the third-party intervention, and the role of the consultant. One of the
tactics in third-party intervention is the gathering of data, usually through preliminary
interviewing, Group process observations can also be used. Data gathering provides
some understanding of the nature and the type of conflict, the personality and conflict
styles of the individuals involved, the issues and attendant pressures, and the partic
pants’ readiness to work together to resolve the conflict.

‘The context in which the intervention occurs is also important, Consideration of the
neutralty of the meeting area, the formaliy of the setting, the appropriateness of
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the time for the meeting (that is, a meeting should not be started until a time has been
agreed on to conclude or adjourn), and the careful selection of those who should attend
the meeting are all clements of this context

In addition, the third-party consultant must decide on an appropriate role to assume
in resolving conflict. The specific tactic chosen vill depend on the diagnosis of the situa-
tion. For example, faciltating dialogue of interpersonal issues might include initiating the
agenda for the meeting, acting as a referce during the meeting, reflecting and restating
the issues and the differing perceptions of the individuals involved, giving feedback and
receiving comments on the feedback, helping the individuals diagnose the issues in the
conflict, providing suggestions or recommendations, and helping the parties do a better
job of diagnosing the underlying problem.

‘Third-party consultants must develop considerable skil a diagnosis, intervention, and
follow-up, and be highly sensitive to their own feclings and to those of others. They must
recognize that some tension and conflct are inevitable and that although there can be an
optimum amount and degree of conflict, too much conflct can be dysfunctional for both
the people involved and the larger organization. The third-party consultant must be sensi.
tive to the situation and able to use a number of different intervention strategies and tac.
tics when intervention appears to be useful. Finally, he or she must have professional
expertise in third-party intervention and must be seen by the partis as neutral or unbiased
regarding the issues and outcomes of the confict resolution.

‘Application 10.2 describes a third-party intervention at a law firm. The OD consul-
tant was brought in by another consultant to help rescue a struggling strategic planning
process. The OD consultant initially used structural interventions to simply help the
partners get work done but eventually had to utilize more interpersonal process interven-
tions to address the personality conflicts*

10-4 Team Building

“Team building refers to a broad range of planned activites that help groups improve the
way they accomplish tasks, help members enhance their interpersonal and problem-
solving skills, and increase feam performance * Organizations comprise many diferent
types of groups including permanent work groups, temporary project teams, and virtual
teams. Team building is an efective approach to improving teamork and task accom-
plishment in such environments. It can help problem-solving groups make masimum
use of members' resources and contributions. It can help members develop a high level
of mativation to implement group decisions. Team building also can help groups aver-
come specifc problems, such 3s apathy and general lack of member interes; loss of pro-
ductivity; increasing complaints within the group; confusion about assignments; low
participation in meetings; ack of innovation and initiation; increasing comphaints from
those outside the group about the quality, timeliness, and effectiveness of services and
products; and hostiiy or conflcts among members.

‘Team building also can facltate other OD interventions, such as employee invole-
ment, work design, restructuring, and straegic change. Those change programs typically
are designed by management teams, implemented through various commitices and work
groups, and result in new teams that need to operate at a high level of effectivencss
quickly. Team building can help the groups design high-quality change progeams and
ensure that the programs are accepted and implemented by organization members.
Indeed, most technostructural, human resource management, and strategic interventions
depend on some form of team building for effective implementation.
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‘The OD consultant proposed that the partners join
him on a stand-up paddle-board outing on the
ocean. They had not seen one another looking
quite 50 foolish and despite a couple of mishaps
getting out through the surf, they had never before
shared much laughter.

The freeing, shared experience created a very
different tone for the meeting that followed and
the most direct discussion of trust between
them. Ron talked about Brad's silence at the part-
ners meeting and Brad talked about his feeling that
Ron was less than completely forthcoming about
all material facts related to contingency cases he
brought into the firm. Brad's concerns were about

281

the timing of the information and the level of detail
The comments from each of them came across as
confronting, but rather than the usual defensive-
ness or steering the conversation to Dan or some-
thing else; they both owned up to what they could
and should have done differently. The conflict res-
olution intervention followed a traditional OD pro-
cess. It began with diagnosis, working with the
energy of the client, and initally focused on struc-
tural and behavioral changes that helped the part-
ners get work done. As trust was developed, the
consultant was able to suggest other interventions
that helped the two partners begin buiding trust at
deeper levels of their relationship,

‘The importance of team building is well established, and its high use is expected to
continue in the coming years. Management teams are encountering issues of greater
complexity and uncertainty, especially in such fast-paced industries as software and
hardware development, entertainment, and health and financial services. Team building
can provide the kind of teamwork and problem-solving skills needed to tackle such
issues. When the team represents the senior management of an organization, team build.
ing can be an important part of establishing  coherent corporate strategy, and can pro-
mote the kind of close cooperation needed to implement complex strategies and new
forms of governance’* As manufacturing and service technologies continue to
develop—for example, just-in-time inventory systems, lean manufacturing, and service
quality concepts—there is increasing pressure on organizations to implement team-
based work designs. Team building can assist in the development of group goals and
norms that support high productivity and quality of work lie

‘The globalization of work and organizations implies that people from different cul-
tures and geographic locations will increasingly interact over complex management and
operational tasks using a variety of information and communication technologies. Team-
building activities for these “virtual” and cross-cultural teams have increased substan-
tially over the past several years.** Most team-building processes are based on assump-
tions of face-to-face interaction and relationships are built partially on the basis of visual
cues. In virtual teams, research suggests that closeness between team members is created
through proactive offers of help and support on task-related issues, and maintained
through frequent, short, and task-focused communications (often technology mediated).
Thus, team-building can help virtual teams to examine cross-cultural issues and their
impact on decision making and problem solving, facilitate communication processes
where tone and body language clues are absent, and build trust.

Finally, mergers and acquisitions, restructurings, and strategic alliances contine to
praliferate. The success of these endeavors depends partly on getting members from
different organizations to work together effectively. Team building can faciltate the
formation of a unified team with common goals and procedures.

In the OD literature, team building is not clearly differentiated from process consul-
tation and group faciltation. This confusion exists because most team building includes
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process consultation—helping the group diagnose and understand its own internal
processes—and facilitation —providing structure to a group's interactions so that it can
focus on an agenda and exchange information. However, process consultation is a more
general approach to helping relationships than is team building. Team building focuses
explicitly on helping groups perform tasks and solve problems more effectively. Process
consultation, on the other hand, is concerned with establishing effective helping relation-
ships in organizations while faciliation offen represents a substitute for group process. 1t
is seen as key to effective management and consultation and can be applied to any help-
ing relationship, from subordinate development to interpersonal relationships to group
development, Thus, team building consists of process consultation plus other, more
task-oriented interventions.

“Team building is applicable in a large number of situations, from starting a new team,
to resolving conflicts among members, to revitalizing a complacent team. Dyer has devel-
oped a checklist for identifying whether a team-building program is needed and whether
the organization is ready to start such a program (Table 10.1).7 If the problem is a struc-
tural or technical one, an intergroup issue, an administrative mistake, or a confict between
only two people, team bulding would not be an appropriate change sirategy.

1042 Team-Building Activities

A team is a group of interdependent people who share a common purpose, have common
work methods, and hold each other accountable* The nature of that interdependence var-
ies,creating the following types of teams: groups reporting to the same supervisor, manager,
or exccutive; groups involving people with common organizational goals; temporary groups
formed to do a specific, one-time task: groups consisting of people whose work roles are
interdependent; and groups whose members have no formal links in the organization but
whose collective purpose s to achieve fasks they cannot accomplish alone. Another impor-
tant variable in teams i location. When team members are in close proximity,  traditional
team exists; when members are geographically dispersed and their interaction is mediated
by information technology, a virtual team exists.

Several factors can affect the outcomes of any specific team-building activity: the
length of time allocated to the activity, the team’s willingness to look at its processes,
the length of time the team has been working together, the cultural backgrounds of
team members, and the team’s permanence. Consequently, the results of team-buikding
actvities can range from comparatively modest changes in the team’s operating mechan-
isms (eg, meeting more frequently or gathering agenda items from more sources) to
much deeper changes (c.g. modifying team members’ behavior patterns or the nature
and style of the group’s management, or developing greater openness and trust).

Hackman has proposed that effective teams produce outputs that satisfy external
stakeholders, constantly improve their team functioning, and have members that are
learning® As a result, team-building interventions can be categorized according to
their purpose and focus (see Table 10.2). Team-builkding activites can be oriented toward
(1) individual behavior, (2) group behavior, or (3) the group’s integration with its orga-
nizational context. They also can be classified according to whether their purpose is
(1) diagnostic or (2) improvement. A particular team-building activity can overlap these
categories, and, on occasion, a change in one area will have negative results in other
areas. For example, a very cohesive team may increase its isolation from other groups,
leading to intergroup conflict or other dysfunctional results, which in turn can have
a negative impact on the total organization unless the team develops suffcient diagnostic
skills to recognize and deal with such problems.
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TABLE 102
Categories of Team-Building Interventions

Purpose of Intervention

Focus of
Intervention

Diagnosis

Improvement

Integration with
[ Organization

Assessment instruments  Team suveys, Interviews and surveys
and interview data to interviews, and from internal customers
understand personal obsenvations to and other group stake-
style and motivation understand group holders to understand

operations group’s role and
effectiveness

Individual coaching and  Group vision, mission, ~ Strategic planning and
feedback purpose stakeholder mapping
360-degree feedback development Large group intervention
Third-party conflict Role clarfication and  Intergroup confiict

resolution decision rights resolution

'SOURCE: Adapted from WW.G. Dyer, Team Bulding: lssues and Al

tves, 1987

10-4b Interventions Relevant to Individual Behavior

People come into groups and organizations with varying needs for achievement, inclu.
sion, influence, and belonging. These needs can be supported and nurtured by the
team's structure and process or they can be discouraged. Diagnostic interviews and
personal-style instruments can help members to better understand  their motivations,
preferences, or emotions in the group context. It results in on or more of the members
gaining a better understanding of the way inclusion, emations, contol, and power affect
problem solving and other group processes, and provide choices about their degree of
involvement and commitment. Such activities provide information so that peaple have
a clearer sense of how their needs and wants can or will be supported.

Improvement actvites that address an individual's behavior in a group include coaching,
360-degree feedback, and assistance with conflict, These interventions attempt o alter the
group's ongoing processes by focusing on the behaviors and atitudes of individual members
For example, one team’s typical decision-making process included the leader having several
agenda items for discussion. Each of the items, however, had a predetermined set of actions
that she wanted the group to take. Most members were frustrated by their inability to infl-
ence the conclusions. The team-building process consisted of coaching the team leader and
group members sbout ways to change this process. The leader received feedback about
specific examples of her not-so-subtle manipulation to arrive at preconceived decisions and
how group members felt about i. At the next meeting, the leader acknowledged the feedback
and indicated her willingness to be challenged about such preconceived decisions. Team
members expressed their increased willingness to engage in problem-solving discussions,
their trust in the leader, and their ability to make the challenge without fea of reprisal.

10-4c Interventions Relevant to the Group’s Behavior

The most common focus of team-building activites is behavior related to task perfor-
mance and group process. In an effective team, task behavior and group process must
be integrated with cach other as well as with the needs and wants of the people making
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up the group. Diagnostic activities involve gathering data through the use of team sur-
Veys or, more commonly, through interviews. The nature of the data gathered vill vary
depending on the purpose of the team-building program, the consultant’s knowledge
about the organization and its culture, and the people invalved. The consultant already
may have obtained a great deal of data by sitting in as a process observer at staff and
other metings. The data gathered also will depend on what other OD efforts have
taken place in the organization. By whatever method obtained, however, the data usually
include information on leadership styles and behavior; goals, objectives, and decision-
making processes; organizational culture, communication patterns, and interpersonal
relationships and processes; barriers to effective group functioning; and task and related
technical problems. Diagnostic activitis often establish a framework within which fur-
ther work can be done.

Improvement activities aim to improve the group’s process and functioning. A var
ety of exercises have been described by different authors.** They include role clarifica-
tion, improving goal clarity and member commitment, modifying or clarifying the
decision-making or problem-solving process, changing norms, increasing risk taking
and trust, and improving communication.

Application 10.3 presents an example of a team-building meeting involving a top-
‘management team." Ask yourself the following questions as you read this case.

+ Do you agree with Ted's and the executive committee’s decision to make the work-
shop's focus task-oriented vs. more interpersonally oriented on the relationships?
‘What do you think of Ted's choices during the workshop?

+ Could an external consultant have followed Ted's approach and gotien a similar
result? What other choices, as an internal consultant, did Ted havet

+ What were the benefits and risks associated with Ted’s decision to start warking
with the directors before engaging the executive committee first?

10-4d Interventions Affecting the Group’s Integration with the
Rest of the Organization

As & team gains a bette understanding ofiself and becomes bette able to diagnose and
salve it own problems, it focuses on it rol within the organization. A group's relation-
ship to the larger organizational context is an important aspect of group effectiveness.*
Diagnostc activities usualy focus on understanding the geoup' organizational role, how
itsgoals support the larger organization, or how the group interacs with other groups by
interviewing internal customers and other stakeholders

Improvement activities involve strategic planning and stakeholder mapping
interventions to modify the group’s contribution to the organization, how it acquires
resources, or alters its outputs in terms of cost, quality, and quantity. Sometimes,
the team may recognize 3 need for more collaboration with other parts of the
organization and may try to establish a project team that crosses the boundaries of
exising teams.

A the team becomes more cobesiv, it usually exerts a stronger influence on other
groups within the organization. This can lead to intergroup conflct and the need for
large group interventions or intergroup conflict resolution interventions (Chapter 11)
Because that is one area in which team building can have negative effects, the process
consultant must help the group understand its role within the larger organization,
develop its own diagnostic sills, and examine alternative action plans so that intergroup
tensions and conflcts do not expand
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After Oscar left 10 go to another meeting, the
vice presidents lingered to discuss the events of
the past two days. They felt relieved and optimistic
that things, and most importantly Oscar, would be
different going forward. Ted believed that the
group was grateful for the outcomes, committed
to implementing the initiatives, and thoroughly
exhausted. All signs of a good two days’ work by
a team of executives that stepped up and changed
its mindset and behaviors to commit to making sig-
nificant changes in how the business would be run
in the future.

RESULTS AND REFLECTION

Following the workshop, teams were formed and
chartered, and work began immediately on the
three enterprise projects. The executive commit-
tee asked Ted to work with them throughout
the year and to design and faciltate structured
workshops every six months. Gradualy, the oper-
ating committee, then the managers, and then
the rest of the workforce felt the positive impacts
of the execuive commitiee’s increased team
effectiveness.

Three years later, the numbers told the story
of Vaycot's tum around:

« Beat sales and earnings targets five quarters in
a row, and year-to-year sales were up 9%

291

« Engagement index was up 21 paints
* Tumover was in line with industry averages

Being a realist, Ted knew that Oscar had not
undergone an overall personal transformation—he
was still basically the same guy. Oscar's few key
behavior changes were mostly motivated by the
realization that he could get a lot more perfor-
mance out of his team, and the whole organization,
if he changed the way he led. In the end, Oscar
became a better leader and, in part, that led to an
organizational transformation.

Looking back, Ted would have preferred work-
ing with the executive committee frst and then the
operating commitiee. However, based on his orga-
nizational knowledge and his relationships with sta-
keholders, he had decided that there was no harm
to be done by buiding cohesion and momentum
with the directors. He had trusting relationships
built up through coaching, the subgroup of direc-
tors was less encumbered by the fear that held
back the vice presidents, and the directors were
closer to the workforce and customers and were
in a better position to impact the business. Oscar
would have surely shut things down before any
progress had been made if they started with the
executive commitee.

The whole experience reminded Ted of his
mentor's advice. “Follow the energy and start where
the client i, not where you want them to be.”

10-4 The Manager’s Role in Team Building

Ulimately, the manager is responsible for team functioning, although this responsibility
abviously must be shared by the group itsel. Therefore, it s managements task to develop
a work group that can regularly analyze and diagnose its own effetiveness and work pro.
cess. With the team’s involvement, the manager must diagnose the group’s effectiveness
and take appropriate actions f it shows signs of operating difficulty or stress.

Boss and McConkie surveyed aver 3,500 team-building participants and found that
9206 identified the team’s leader as the single most important role in successful team
building”* Many managers, however, have not been trained to perform the data gather-
ing, diagnosis, planning, and action necessary to maintain and improve their teams con-
tinually. Thus, the issue of who should lead a team-building session is a function of
‘managerial capability. The initial use of an OD consultant usually is advisable if a man.
ager is aware of problems, feels that he o she may be part of the problem, and believes
that some positive action is needed to improve the operation of the team, but is not sure

how to go about it
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Basically, the role of the OD consultant is to wark closely with the manager (and
members of the team) to a point at which the manager is capable of engaging in team
development activiies as a regular and ongoing part of overall managerial responsibil
ties. Assuming that the manager wants and needs a consultant, the two should work
together in developing the initial program, keeping in mind that (1) the manager uli-
mately is responsible for all team-building activities, even though the consultant's
resources are available; and (2) the goal of the consultant's presence is to help the man-
ager learn to continue team development processes with minimum consultant help or
without the ongoing help of the consultant,

Thus, in the fist stages, the consultant might be much more active in data gather-
ing, diagnosis, and action planning, particularly if a one- to three-day offsite workshop
is considered. In later stages, the consultant takes a much less active role, with the
‘manager becoming more active and serving as both manager and team developer.

10-41 The Results of Team Building

‘The carly rescarch on team building’s effectiveness produced inconsistent, but generally
positive, result. Several studies reported positive results across a range of variables
including feelings, atitudes, and measures of performance.”® Other studies produced
less positive outcomes.**

Less powerful rescarch designs, short time frames, and the confounding impact of
other interventions occurring in cojunction with team building vere the most important
explanation fo the lack of consistent resuls.”? For exampl, one review of 30 studies found
that only ten tried to measure changes i performance. Buler and Bell attempted to difer-
entite the effects of team building from the effects of other interventions that occur along
with team bulding* Speciically, they ried to separate the effcts of team building from
the effects of goal setting, an intervention aimed at sttng realistic performance goals and
devloping action plans for achieving them. In a rigorous ield experiment, Buller and Bell
examined the diffecental effcts of team bulding and goal setting on productivty measures
of underground miners. Their reslts shoved that team building affected the quality of per-
formance and goal seting affcted the quantity of performance. This diffrential impact was
explained in terms of the nature of the mining task. The task of improving the qualiy of
performance was more complex, unstructured, and interdependent than was the task of
achieving quantiy. This suggest that team building can improve geoup performance, par-
ticularly on tasks that ae complex, unstructured, and interdependent.

More recently, 2009 meta-analyss of 20 studiesrepresenting 579 teams found positve
and moderate overal effect sizes; there was a significant tendency for team buikding to posi-
tively influence team outcomes.”” Four team- buikding actvities —goal setting,interpersonal
xlatons, problem solving, and role claifcation—and four team outcomes—cognitve,
affctve, process, and performance—were examined more closely. Goal-seting and role
charificaion interventions were the most powerful, while affective and process outcomes
registered the argest improvements.

“Team building, ke OD at the organization level, is a process over time, and OD
practitioners need to be aware of the full range of reasons teams are effectve. Research
by Hackman and his colleagues have suggested that too much time may be spent trying
o help teams that were designed and launched incorrectly. They argue that one of the
mast important tasks of the OD practtioner is to be sure that any team gets chartered
and started correctly.* In a related study where the teams’ launching was held
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constant, Woolley found that task-focused (as opposed to process-focused) interven-
tions given at the midpoint of a team’s lifecycle had the biggest impact on team
performance.*

‘The results of team building in virtual teams i still emerging, but shows that many
of the lessons learned from face-to-face team.building practice can be transferred. For
example, one lab study found that when communications technologis were augmented
to include goal-setting processes, team functioning and team performance improved"*
while another lab study of Chinese undergraduates found that 2 dialogue intervention
intended to improve shared mental models among team members was as effective in
face-to-face teams as it was in video-conferenced teams.** Because virtual teams are
usually geographically dispersed, they can also take advantage of a variety of asychnro-
nous faciliation tools, such as wikis, shared portals, or other groupware." Hart and
Meleod found that interpersonal closeness between members of a virtual tea is cre
ated when one member proactively helps another member to solve a problem or
address a concern, and that the closeness is maintained by frequent, short, but
content.oriented (as opposed to process-oriented) messages.'* Gibson and Cohen
found that team performance was enhanced by initial face-to-face team.building meet
ings in the start-up stage of a team’s work *

Finally, Boss has presented considerable evidence to support the effctiveness of per-
sonal management inerviews (PMIs) in sustaining the long-term effects of off-sie team
building” A PMIis a follow-up intervention that arrests the potential fade-out effects of
offsite team building ** A team leader negotiates roles with each member and then holds
regular meetings with each team member to resolve problems and increase personal
accountabilty. Boss and his colleagues have amassed a large, longitudinal data set,
mostly in public administration, hospital, and health care settings. When team-building
interventions have included PMI activities (compared to those that have not included
PMI follow-ups), they have found consistent and sustained improvement in measures
of team functioning and operational performance.

© summary —eEE

In this chapter, we presented human process interven-
tions aimed at interpersonal relations and group
dynamics. Among the earliest interventions in OD,
these change programs help people gain interpersonal
competence, work through interpersonal conflicts, and
develop effective groups.

Process consultation is used not only as a way of
helping groups become effective but also as a means
whereby groups learn to diagnose and solve their own
problems and continue to develop their competence
and maturity. Important areas of activity include
communications, roles of group members, difficulties
with problem-solving and decision-making norms,
and leadership and authority. The basic difference
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between process consultation and third-party inter-
vention is that the latter focuses on interpersonal
dysfunctions in social relationships between two or
‘more individuals within the same organization and
is targeted toward resolving direct conflict between
those individuals.

‘Team building i directed toward improving group.
effectiveness and the ways in which members of teams
wwork together. Teams may be permanent or temporary
o traditional or virtual, but their members have cither
common organizational aims or work activities
The general process of team building, like process
consultation, tries to equip a team to handle its own
ongoing problem solving.
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Demonstrate the organization confrontation meeting.
Compare the intergroup relations interventions of microcosm groups

and intergroup conflict.

Describe and evaluate the effectiveness of large-group interventions.

n Chapter 10, we presented interventions
aimed at improving interpersonal and group pro-
cesses. This chapter describes system-wide

process interventions—change programs directed
at increasing the effectiveness of organizational
problem soiving, visioning and strategy making,
and collaboration—or a major subsystem or for
an entire organization.

The first type of int

ention, the organization
confrontation meeting, is among the earliest
organization-wide process approaches developed by
organization development (OD) practitioners. It helps
mobize the problem-soling resources of a major
subsystem or whle organizaton by encouraging
members to identify and confront pressing issues.
The second organization process approach
called intergroup relations. It consists of two
interventions: microcosm groups and the intergroup.
conflict resolution meeting. Both interventions are
aimed at diagnosing and addressing important
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organization-evel processes, such as confict, the
coordination of organizational units, and innovation
The intergroup confiict intervention is specifically
oriented toward conflct processes, whereas the
microcosm group is & more generic system-wide
change strategy.

The third and final systemwide process
approach, the large group intervention, has received
considerable_attention recently and is one of the
fastestgrowing areas in OD. Large group
interventions get a “whole system into the room"!
and create processes that alow a variety of
stakeholders 1o interact simultaneously. A large
group intervention can be used 1o articulate a new
organization vision, develop a new sirategy, solve
crossfunctional problems, develop a change

rategy, or redesign work, structures, and s
It'is a powerlul tool for addressing organizational
problems and opportunities and for accelerating the
pace of organizational change.
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Diagnostic Issues in Organization Process
Interventions

Organization process approaches are driven by diagnostic data collected at the organiza-
tion level. In particular, these interventions address isues, problems, and opportunities
that occur between or among groups as they try to implement the organization’s strat-
egy. The key contextual inputs to the diagnosis are the organization’s environment, in
terms of information uncertainty, complexity, resource dependency, and industry struc-
ture. The need for organization process interventions often has ts genesis in some envi-
ronmental change. For example, if there is considerable environmental uncertainty
arising from the defection of a number of customers to compeitors or, in a nonprofit
case, if funding has become more difficult to come by, organization process interventions
could be used to understand why these problems are occurring and how to address
them. Effective OD practtioners closely watch the organization’s external environment
for change pressures.

‘With respect to the design components of strategy, structure, technology, manage-
ment systems, and human resource systems, organization process approaches can be
driven by diagnostic data from any of these issues. A broad and aggressive strategy may
put pressure on scarce resources, such as specialized talent or specific organization units,
or there may be unanticipated problems in establishing key product or service differen-
tiators. These issues could be handled by organization process interventions. Alerna-
tively, diagnostic data may suggest considerable ineffciency with respect to productivity
in the organization (technalogy design component) as compared to benchmark organiza-
tions in the industry. An organization confrontation meeting might be convened to gen-
erate new work process innovations or a large group intervention might be designed to
involve union leaders, technology vendors, front-line employees, and managers to diag-
nose current value-added processes and recommend changes. Increasingly, as organiza-
tions see themselves as whole systems, these interventions are being used to address all of
these diagnostic categories in broad organization design solutions.

In sum, good OD practitioners link the use of organization process interventions
to sound diagnostic data. OD practitioners should be able to clearly articulate a sound
business case as to how the environmental pressures or organization design features
constraining current effectiveness will be addressed by these interventions

Organization Confrontation Meeting

‘The confrontation meefing is an intervention designed to mobilize the resources of the
entire organization to identify problems, to set priorities and action targets, and to
begin working on identified problems. Originally developed by Beckhard,* the interven-
tion can be used at any time but is particularly useful when the organization is under
stress and when there is a gap between the top and the rest of the organization (such
as when a new top manager joins the organization). General Electric’s “Work-Out” pro-
gram is an example of how the confrontation meeting has been adapted to fit today’s
organizations.* Although the original model involved only managerial and professional
people, it has since been used successfully with technicians, clerical personnel, and
assembly workers. It has also been applied in a variety of domestic and international set-
tings. The process as described helps organizations, even those with conflict avoidance or
uncertainty-avoidance values, to address relevant organizational concerns.
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1122 Application Stages

When the diagnosi of the systeny’s current situation suggests that the organization is
facing several unprioriized problems that wil requie broad coordination, the organiza-
tion confrontation meetng typically involves the following stps:

1. A group meeting of all those involved is scheduled and held in an appropriate place.
Usually the task s to identify problems related to the work environment and the
effectiveness of the organization.

2. Groups are appointed representing all departments of the organization. Thus, each
‘group might have one or more members from sales, purchasing, finance, operations,
and quality assurance. For obvious reasons, a subordinate should not be in the same.
group as his or her boss, and top management should form its own group. Group
size can vary from 5 to 15 members, depending on such factors as the size of the
organization and available meeting placs.

3. The point is stressed that the groups are 1o be open and honest and to work hard
at identifying problems they see in the organization. No one will be criticized
for bringing up problems and, in fact, the groups will be judged on their ability
to do so.

4. The groups are given an hour or two to identify organization problems. Generally,
an OD practitioner goes from group to group, encouraging openness and assisting
the groups vith their tasks.

5. The groups then reconvene in a central meeting place. Each group reports the pro-
blems it has identified and sometimes offers solutions. Because each group hears the
reports of all the others, a maximum amount of information is shared.

6. Al this point, a master list of problems is created and then broken down into cate-
gories. This can be dane by the participants, by the person leading the session, or by
the manager and his or her staff. It can also be done at the end of a day with the
group reconvening at another time, although it is important to maintain momen.
tum. This process eliminates duplication and overlap and allows the problems to
be separated according to functional or other appropriate areas.

Following problem categorization, participants are divided into problem-solving

groups whose composition may, and usually does, differ from that of the original

problem-identification groups. For example, all operations problems may be handled

by people in that subunit. Or task forces representing appropriate cross sections of

the organization may be formed.

8. Each group ranks the problems, develops a tactical action plan, and determines an
appropriate timetable for completing this phase of the process

9. Each group then periodically reports its st of priorities and tactical plans of action
to management or to the larger group.

10. Schedules for periodic (frequently monthly) follow-up meetings are established
and project management resources may be necessary to monitor and support
progress. At these sessions, the team leaders report either to top management, to
the other team leaders, o to the group as a whole regarding their team’s progress
and plans for future action. The formal establishment of such follow-up meetings
ensures both continuing action and the modification of priorities and timetables
as needed.

Application 1.1 presents the Work-Out process at General Electric Medical Systems
business. It shows how the basic framework of  confrontation meeting can be adapted
to address organizational problenss, such as productivity and employee involvement.’
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involve suppliers in its internal email network.
‘Through that interaction, GEMS and a key supplier
eventually agreed to build new-product prototypes
together, and their joint efforts have led to further
identification of ways to reduce costs, improve
design quality, or decrease cycle times.

Work-Out at GE has been very successful but
hard to measure in dollar terms. Since 1988,
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hundreds of Work-Outs have been held, and the
concept has continued to evolve into best-
practice investigations, process mapping, and
change-acceleration programs. The Work-Out pro-
cess, however, clearly is based on the confronta-
tion meeting model, where a large group of people.
gather to identify issues and plan actions to
address problems.

11-2b Results of Confrontation Meetings

Because organization confrontation meetings often are combined with other approaches,
such as survey feedback, determining specific results is difficult. In many cases, the
results appear dramatic in mobilizing the total resources of the organization for problem
identification and solution. Beckhard cites a number of specific examples in such differ-
ent organizations as a food products manufacturer, a military products manufacturer,
and a hotel” Positive results also were found in a confrontation meeting with 40 profes-
sionals in a rescarch and development firm.*

‘The organization confrontation meeting is a classic and robust approach for mabi-
lizing organizational problem solving, especially in times of low performance. Although
the results of its use appear impressive, little systematic study of this intervention has
been done. For example, although a variety of anccdotal descriptions exist, there has
been no published large-sample evaluation of the Work-Out process. There is a clear
need for evaluative rescarch.

11-3 Intergroup Relations Interventions

The abilty to diagnose and understand intergroup relations is important for OD practi-
tioners because (1) geoups often must work with and through other groups to accom-
plish thei goals (2) groups within the organization often create problems and place
demands on each other; and (3) the quality of the relationships between groups can
affct the degree of organizational effectiveness. Two OD interventions—microcosm
groups and intergroup conilict resolution—are described here. A microcosm group uses
members from several groups to help solve organization-wide problems. Intergroup
issues are explored in this context, and then solutions are implemented in the larger
organization. Intergroup confict resolution helps two_groups work out dysfunctional
relationships. Together, these approaches help improve intergroup processes and lead to
organizationl effectiveness

1138 Microcosm Groups

A microcosm group consists of a small number of individuals who are chosen to reflect
and represent the issue being addressed” For example, a medium-sized investment firm
whose reputation was damaged during the cconomic crisis was interested in learning
about how the firm's culture may have been  factor. A microcosm group composed of
members representing different functions and level in the organizations was created,
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and the group was tasked with diagnosing the organization’s values-in-use and the orga-
nization design features that might have contributed to the firm'’s behavior. In addition
to addressing organization design and culture problems, microcosm groups have been
used to solve communications problems, faciltate merger integration, explore diversity
issues, smooth the transition o  new structure, and address dysfunctional political
processes

Micracosm groups work through “parallel processes,” which are the unconscious
changes that take place in individuals when two or more groups interact” Afier mem-
bers from different groups interact, they ofien find that the role and interaction pat-
terns in their group begin to reflect the roles and dynamics of the larger system they
came from. Put simply, groups seem to “infect” and become “infected” by the other
groups. The following example given by Alderfer” helps to clarify how parallel pracesses
work:

An organizational diagnosis team had assigned its members to each of five depart-
ments in a small manufacturing company. Members of the team had interviewed
cach department head and several department members, and had observed depart-
‘ment meetings. The team was preparing to observe their first meeting of department
heads and were trying to anticipate the group’s behavior. At first they seemed to
have no “rational” basis for predicting the top group’s behavior because they “had
o data” from direct observation. They decided to role-play the group meeting they
had never seen. Diagnostic team members behaved as they thought the department
heads would, and the result was uncanny. Team members found that they asily
became engaged with one another in the simulated department-head meeting; emo-
tional involvement accurred quickly for all participants. When the team actually was
able to observe a department-head meeting, they were amazed at how closely the
simulated meeting had approximated the actual session.

In another example, one of the key diagnostic findings from a culture survey at
Cambia Health Solutions in Portland, OR, was the ineffectiveness of cross-functional
work processes and decision making. As part of the intervention to increase the organi-
zation’s agility, cross-functional project teams were set up to design and recommend
change processes for four different systems. The cross-functional teams began to display
all the dysfunctions of the larger organization, and so helping the teams to work cross-
functionally helped to create change processes for the larger organization. The “paralel
processes” idea suggests that if 2 small and representative group can intimately under-
stand and solve a complex organizational problem for themselves, they are in a good
position to recommend action to address the problem in the larger system.

This example also suggests that organizations use microcosm groups frequenty as
design teams, task forces, o temporary project teams. However, these groups often are
not identified as such and cannot take advantage of the knowledge about parallel pro-
cesses that could make them more effective

Application Stages The process of using a microcosm group to address organization-
wide issues involves the following five steps:

1. Identify an issue. This step involves finding a system-wide problem to be addressed.
‘This may result from an organizational diagnosis or may be an idea generated by an
organization member or task force. For example, one microcosm group charged
with improving organizational communications was started by a division manager.
He was concerned that the information provided by those reporting directly to him
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differed from the data he received from informal conversations with people through.
out the division.

Convene the group. Once an issue is identified, the microcosm group can be
formed. The most important convening principle is that group membership needs
to reflect the appropriate mix of stakeholders related to the issue. If the issue i orga-
nizational diversity, then the group should reflect the issue in terms of race, gender,
age, disabilty, sexual orientation, culture, or ather dimension. Ifthe issue is integeat-
ing two corporate cultures following a merger, the microcosm group should contain
‘people from both organizations who understand their respective cultures. Building a
microcosm group with the right people can be a challenge in worldwide organiza-
tions where the problemy’s scope crosses business nit or country boundaries. A vir
tual microcosm team may need to be formed, and their work may need to be
facilitated through computer-mediated communication technologies, such as tele-
conferencing, Following the initial setup, the group itself becomes responsible for
determining its membership. It will decide whether to add new members and how
to fill vacant postions

Convening the group also draws attention to the issue and gives the group sta

tus. Members need to be perceived as credible representatives of the problem. This
will increase the likelihood that organization members vill listen to and follow the
suggestions they make.
Provide group training. Once the microcosm group is established, training is pro-
vided in group problem solving and decision making. Team-building interventions
also may be appropriate. Group training focuses on establishing a group mission or
charter, wrking relationships among members, group decision-making norms, and
definitions of the problem to be addressed.

From a group process perspective, OD practitioners may need o observe and
comment on how the group develops. Because the group is a microcosm of the
organization, it wil tend, through its own behavior and attitudes, o reflect the prob-
lem in the larger organization. For example, if the group is addressing diversity
issues in the organization, it is likely to manifest the particular dynamics that raised
the issues in the first place. That is, the group may eshibit difficulty communicating
across cultures or decision making may exclude or downplay certain group’s inputs.
Recognizing, within the group, the problem or issue it was formed to address is the
first step toward solving the problem in the larger system.

Address the issue. This step involves salving the problem and implementing solu.
tions. OD practitioners may help the group diagnose, design, implement, and evaluate
changes. A key issue is gaining commitment in the wider organization to implement-
ing the group's solutions. Several factors can faciltate such ownership. First, a com-
munication plan should link group actvities to the organization. This may include
‘publishing minutes from team meetings; inviting organization members, such as mid-
dle managers, union representatives, or hourly workers, into the meetings; and making
presentations to different organizationl groups. Second, group members need to be
visible and accessible to management and labor. This can ensure that the appropriate
support and resources are developed for the recommendations. Third, problem-
Solving processes should include an appropriate level of participation by organization
members. Different data collection methods can be used to gain member input and to
produce ownership of the problem and solutions.

Dissolve the group. The microcosm group can be disbanded following successful
implementation of changes. This typically involves riting a final report or holding
2 final meeting.
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