1486 PART Iil OD Interventions

members; and a set of structured activities that are the means for achie\.fmg the Yaiues,
assumptions, and goals. These activitics are what we mean by the word interventions.

THINKING ABOUT OD INTERVENTIONS

We said OD is more than reaching into the “kit bag” and pullii?g outan mte%rventlo?l or
two. Let’s explore some of the factors that leaders and practitioners consider as they
i D. '
plan Eggsinigﬁign;vgry program is an overall game plan or interven?ion strategy. Thli
plan integrates the problem or apportunity to be addr_essefl, the des_lred i;)utcomets_ g}n
the program, and the sequencing and timing of the various mterv’entlons. ntelivig ; X
strategies are based on diagnosis and the goals desired by tl}e cher%t.system. Le : v
the clients want to redesign the way work is done at a production facility, changu’i(g rom
an assembly-line arrangement of individualized ngp}e ta_sks to comPlex Eiast 8 pﬁ;
formed by self-managed teams. This desired redesign requires dlagnosr:s to determ t
whether the work is amenable to such a system, to test the employees willingness to
undertake such a change, to calculate the time and effort required to make.the1 cl;an%le,
and to assess the probable benefits. Sociotechnicalv systems thegry _w.ould h}l:e ybet S
guiding model for the program, which would entail dozens of significant ¢ arliges ant
different inferventions—training, education, parallel structures, employee invo \;emejn. ,
modified reward systems and management phiiosoPhy, and so forth. A series of activi-
ties designed to move the system in step-wise fashion from thle current state to a nel\:{
state would be laid out against a time line of several years. This overall strategy \ivout
be the road map for the change program. Tk}e key questions are:Whgt’ ar}cla we trylntg (i
accomplish? What activities/interventions will help us get there? Whatist Bh prgper E,ISI;S
ing and sequencing of the interventions? What have we learned from the 1agr;
about readiness to change, barriers and obstacles, key stakeholders, and sources of en-
in?
o asni:(l)?ie;;};ig ways (o structure activities to promote lear‘ni_ng and change are
“better”; and some are “worse.” The following points help practitioners structure ac-

tivities in “better” ways:

1. Structure the activity to include the relevant people, the peopie.affgcted by the pl‘Oblf:I;i (ir
the opportunity. For example, if the goal is improved team effectiveness, have' the: who ;
team engage in the activities. If the goal is improved.relauo;.xs bgtween two ;epdra e wo'ra 1
groups, have both work groups present. If the goal is to build hnkgges wit solmg spe?h
group, say, the industrial relations people, have t'he:rf there along with t?le people TmP e
home group. If the goal is better customer service, include customers in the_ alctm y. Pre-
planning the group composition is necessary for properly structuring the activity.

Structure the activity so that it is (a) problem oriented or opportunity oriented zinfi (b) orgm
ented to the problems and opportunities generate@ by t.he chen.ts themselv:es. Solving Er(; -
lems and capitalizing on opportunities are involving, interesting, and en}oyabf t\i;;h st ?r
most people, whether due to a desjre for competence or mgstery {as suggefsted g ; el},
or a desire to achieve (as suggested by McClelland?), especially when the issoes have been
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3. Structure the activity so that the goal is clear and the way to reach the goal is clear. Few
things are as demotivating as not knowing what one is working toward and not knowing
how what one is doing contributes to goal attainment. Both these points are part of struc-

turing the activity properly. (Parenthetically, the goals will be important for the individuals
if point 2 is followed.)

4. Structure the activity to ensure a high probability of success. Implicit in this point is the
warning that the practitioners’ and clients’ expectations should be realistic. But more than
that, manageable, attainable objectives once achieved produce feelings of success, compe-
tence, and potency for the people involved. This sense of achievement, in turn, raises aspi-
ration levels and feelings of self- and group-worth. The task can still be hard, complicated,
taxing-—but it should be attainable. And if participants fail to accomplish the goal, the rea-
sons should be examined so this can be avoided in the future.

5. Structure the activity so that it contains both experience-based learning and concep-
tual learning. New learnings gained through experience become a permanent part of
the individual’s repertoire when augmented with conceptual material that puts the ex-
perience into a broader framework of theory and behavior. Relating the experience to

conceptual models and other experiences belps the learning become integrated for
the individual.

6. Structure the climate of the activity so that individuals are “freed up” rather than anxious or
defensive. That is, set the climate of interventions so that people expect “to learn together”
and “to look at practices in an experimenting way so that we can build better procedures.”

7. Structure the activity so that the participants learn both how to solve a particular problem
and “learn how to learn.” Such structure often means scheduling time for reflecting on the

activity and teasing out learnings; it may mean devoting as much as half the activity to one
focus and half to the other. ’

8. Structure the activity so that individuals learn about both task and process. The task is what
the group is working on, that is, the stated agenda items. The term process refers to how the
group is working and what else is going on as participants work on the task, including the
group’s processes and dynamics, individual styles of interacting and behaving, and so on.
Learning to be skillful in both of these areas is a powerful asset.

9. Structure the activity so that individuals are engaged as whole persons, not segmented per-
sons. It means calling into play role demands, thoughts, beliefs, feelings, and strivings. Inte-
grating disparate parts of individuals in an organizational world that commonly divides
roles, feelings, and thoughts enhances the individual’s ability to learn and grow.

These points developed from practice theory, and implementing these points
causes interventions to be more effective.

A third set of considerations concerns choosing and sequencing intervention ac-
tivities. Michael Beer suggests the following guidelines:

These decision rules can help a change agent focus on the relevant issues in making de-
cisions about how to integrate a variety of interventions, They are rules for managing
the implementation process.

1. Maximize diagnostic data. In general, interventions that will provide data needed to
make subsequent intervention decisions should come first. This is particularly true
when change agents do not know much about the situation. Violation of this rule can
lead to choosing inappropriate interventions,
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