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Preface   

William J. Rothwell, Sohel M. Imroz, and Behnam 
Bakhshandeh 

Organization development (OD) is a planned system of change. It relies on 
behavioral science approaches to facilitate change in organizational settings, 
helping people to work together more effectively. An OD intervention is a 
planned change effort, taking the term “intervention” from psychology to 
imply that is long-term and not a quick fix. OD interventions purposely 
disrupt the status quo; they are deliberate attempts to change an organization 
or sub-unit toward a different, and more effective, state.  

An effective OD intervention meets the needs of the organization and its people. 
To work best, it must address the root causes of organizational problems rather 
than the symptoms. Interventions lead to corporate culture change. 

The Purpose of the Book  

This book provides OD practitioners, managers, and other change agents 
with a comprehensive examination of OD interventions. It gives a step-by- 
step approach with example cases, practical tools, and guidelines for 
implementing different OD interventions at different levels.  

It is noteworthy that about 60%–70% organizational change projects fail. One 
reason for failure is that the changes are not effectively implemented, and 
implementation of organizational changes is the focus of this book. Designed 
for use by organization development practitioners, management, and human 
resource professionals, this book provides readers with basic principles, 
practices, and skills of OD by featuring illustrative case studies and useful 
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tools. This book shows how OD professionals can actually get work done and 
what the step-by-step OD effort should be. This book looks at how to choose 
and implement a range of interventions of varying scope. 

The Target Audience for the Book  

This book is written for anyone who seeks to implement change efforts. That 
would include:  

▪ Managers and workers who participate in change efforts and often help 
to shape them  

▪ Teachers or professors who teach about implementing change efforts  
▪ Consultants who facilitate change efforts 

The Organization of the Book  

This book is organized in four parts. The chapters in Part I introduce OD 
interventions. Part II describes individual and small-group change efforts are 
implemented. Part III focuses on intermediate and large-scale change 
efforts, and Part IV focuses on the future of OD interventions.  

Examined at a more granular level, the book consists of 14 chapters. Chapter 1 
opens the book, addressing the question “What is an OD intervention?” Chapter 2 
offers perspectives on different intervention models. Chapter 3 offers a step-by- 
step approach on implementing OD interventions. Chapter 4 looks at how 
instruments may be used to prompt individual change and help to guide its 
direction. Chapter 5 reviews popular executive and management change efforts.  

Chapter 6 looks at mentoring and sponsorship interventions, describing 
how they are carried out. Chapter 7 examines small-group interventions, 
while Chapter 8 examines team-building as an OD intervention. Chapter 9 
is about intermediate-sized interventions, which consist of those that occur 
inside organizations but do not affect the whole organization. Chapter 10 
explains what is unique about large-scale interventions, and Chapter 11 
moves beyond interventions limited by organizational boundaries to focus on 
change efforts spanning entire industries.  

Chapter 12 discusses community development efforts that rely on OD 
methods. Chapter 13 offers predictions about the future of OD interventions. 
Chapter 14 describes unique issues frequently surfaced when implementing 
OD interventions.   
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Advance Organizer   

William J. Rothwell 

Complete the following Organizer before you read the book. Use it as a 
diagnostic tool to help you assess what you most want to know about OD 
interventions—and where you can find it in this book fast. 

The Organizer 

Directions 

Circle a True (T), a Not Applicable (N/A), or False (F) in the left column 
opposite each item. Spend about 10 minutes on the Organizer. Be honest! 
Think of OD interventions as you would like to practice them. Then, indicate 
whether you would like to learn more about OD interventions to develop 
yourself professionally as an OD practitioner. For each item listed in the 
center column, indicate with a Y (for “Yes”), N/A (for “Not Applicable”), or N 
(for “No”) in the left column whether you would like to develop yourself in 
that area. When you finish, score and interpret the results using the 
instructions appearing at the end of the Organizer. Then, be prepared to share 
your responses with others you know to help you think about what you most 
want to learn about OD interventions. If you would like to learn more about 
one item below, refer to the number in the right column to find the chapter in 
this book in which the subject is discussed. 

The Questions 

Circle your I would like to develop myself to: 
response 
Chapter in the book in which the topic is covered: 

xxi 



Y N/A N 1. Define key terms associated with efforts to implement OD 
change efforts. 

1 

Y N/A N 2. List different OD interventions. 2 

Y N/A N 3. Describe the steps in implementing OD efforts. 3 

Y N/A N 4. Use instruments to guide individual OD efforts. 4 

Y N/A N 5. Use OD efforts with executives and managers effectively. 5 

Y N/A N 6. Use mentoring and sponsoring to facilitate change efforts. 6 

Y N/A N 7. Summarize effective ways to work with small groups in  
change efforts. 

7 

Y N/A N 8. Use team-building. 8 

Y N/A N 9. Implement intermediate-sized interventions effectively. 9 

Y N/A N 10. Implement large-scale change efforts. 10 

Y N/A N 11. Use industry-wide change efforts. 11 

Y N/A N 12. Employ community change efforts. 12 

Y N/A N 13. Offer predictions about the future of OD interventions. 13    

____ Total 

Scoring and Interpreting the Organizer 

Give yourself 1 point for each Y and 0 points for each N or N/A listed above. 
Total the points from the Y column, and place the sum in the line opposite to 
the word TOTAL above. Then, interpret your score as follows: 

Score 
13-12 = Congratulations! This book is just what you need. 
points Read the chapters you marked Y. 
11-9 = You have great skills in OD interventions already, 
points but you also have areas where you could develop 

professionally. Read those chapters marked Y. 
8-5 = You have some skills in OD interventions, but you could 
points still stand to build some skills in selected areas. 
4-0 = You believe you do not need much development in 
points implementing OD interventions.   

xxii ▪ Advance Organizer 
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Read the following vignettes. Take out a pen and a piece of paper, and in-
dicate what you would do if faced with each one: 

Vignettes 

Vignette One 

A large company is implementing a customer service improvement effort. The 
company hired an external consultant to survey a random sample of customers 
on Friday of each week. The surveys center around how customer service 
teams deal with those customers calling in for help. On Monday mornings each 
customer service team receives the results of the survey from Friday, and they 
use those results as a focal point to plan for improvement over the next week. 
The customer service manager is not, however, involved in any team meetings 
or survey efforts. A practitioner helps each team draw conclusions from the 
survey results and establish action plans for improvement. 

Vignette Two 

An organization development (OD) practitioner is offering help to a television 
station that is moving to self-directed work teams. The consultant meets each 
week with the television team that manages a television show. There are  
10 teams. After each team meeting, the consultant has an “open door session” 
in which individual team members may meet with the consultant to discuss 
issues that influence them individually. When the consultant is not onsite, she 
stays in touch with the team members by videoconference, text messages, 
and phone calls. 

Vignette Three 

The manager of an HR department decides to act as her own OD practitioner. 
Each week she meets with her team online (and by videoconference) to 
discuss ways of helping the team work together more effectively. She began 
the effort by interviewing each team member about ways the team could 
improve its group dynamics and then fed back the results of the interviews to 
the team. The team members decided on what issues to improve and brain-
stormed on ways to improve in such areas as group decision making, group 
problem solving, and even group participation. 

4 ▪ Organization Development Interventions 



Vignette Four 

The CEO of a large company recently decided to restructure his organization. 
He believes that a new structure will be more effective in helping the people 
of the organization design their efforts to achieve the organization’s strategic 
objectives. On a Friday afternoon, the CEO hosted a broadcast on the com-
pany’s intranet to reveal the new organization chart and to answer questions 
about it. He was overwhelmed with questions—some 4,300 in a few minutes. 
The CEO promised answers to the questions, but they were never offered. 
The CEO did not offer any other broadcasts or send out other messages. 

Summary 

The vignettes above provide short descriptions of what OD interventions 
might look like. Some of the vignettes describe good approaches; some, of 
course, do not represent good approaches but show areas in which OD 
practitioners can offer meaningful help. 

What Is an OD Intervention? 

Defined in simple terms, an OD intervention is a planned, participative change 
effort. It is, when regarded in context, the implementation phase of the Action 
Research Model (see Figure 1.1) or the implementation phase of the 
Appreciative Inquiry Model (see Figure 1.2). Carried out to solve organizational 
problems or to leverage organizational strengths, OD interventions are change 
efforts. Much has been written about them (see Bunker & Alban 1996 and 2006; 
Franz 2012; Walton 1969). Not all change efforts are OD interventions because 
many change efforts are neither planned nor participative. Many change efforts 
in psychology may be regarded as related to OD interventions, since OD and 
psychology share many values (see, for instance, Michie et al. 2014). 

OD interventions are not the same as ad hoc change efforts. Unplanned 
change efforts are managed ad hoc, and managers tend to “make up the 
change plan as they go along.” They make decisions as problems arise. Often, 
ad hoc change efforts consist of managers taking actions and then solving the 
problems the managers created from their own ill-planned efforts. As a simple 
example, managers change the working hours of a company. They then 
discover that the new working hours conflict with the times that employees 
must pick up their children from school. As a result of the problem created by 
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their efforts, they must change the working hours again. Workers then grow 
confused about the company’s working hours, and some people are sub-
jected to corrective action because they were never told about (or got the 
message about) the new working hours! 

While OD interventions are not the same as ad hoc approaches to change 
implementation, they are also different from a project management-driven ap-
proach to organizational change. While change management is popular, it can 
mean project-driven approaches to change. When using that approach, man-
agers will devise a detailed model to guide any change effort. Like all project 
plans, the change effort will have step-by-step implementation plans, time-based 
milestones and deadlines, staffing plans and responsibility charts, and budgets. 
Managers devise the plans and then implement them rigorously. If unexpected 
problems arise during implementation—which is often the case in modern 

Kurt Lewin’s
Action Research Model

How should the
action plans be
implemented?

Interventions

How should the
action plans be

evaluated?

How can the change
effort be made

sustainable?

What happens when
helpers depart?

What is happening,
and what are the root
causes that create the

symptoms?

How can the basis
for change be
established?

Who are the stakeholders,
and what problems do they

perceive?

What priorities
should be assigned
to the problems?

What solutions are
perceived by

stakeholders??

What priorities
should be assigned

to the solutions?

What action plans and
metrics should be

established to implement
the priority solutions?

Figure 1.1 Kurt Lewin’s Action Research Model (ARM) and Placement of Intervention 
in Context.  
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business—then managers decide whether to change the project plan or else 
force workers to abide by the original plan. In many cases the workers are forced 
to abide by the original project plan even when external conditions render 
achievement of project targets difficult or even impossible. 

Change management generally places accomplishment of project tasks 
above stakeholder participation and shared decision making. OD, in contrast, 
generally places stakeholder participation and involvement above project 
accomplishment because of trust that keeping worker ownership in the 
change will ultimately lead to success—and perhaps to innovation to address 
dynamic business and competitive conditions. 

�e Appreciative Inquiry Model

How should the
action plans be
implemented?

Interventions

How should the
action plans be

appraised?

How can the change
effort be made

sustainable?

What happens when
helpers depart?

What is happening,
and what are the key

strengths to be
leveraged?

How can the basis
for change be
established?

Who are the stakeholders,
and what strengths do they

perceive?

What bold ideas can
be established for a
dream of a better

future?

How can the bold
ideas be made into a
compelling dream of

a better future?

What action plans and
metrics should be

established to implement
the priority solutions?

Figure 1.2 The Appreciative Inquiry Model (AIM) and Placement of Intervention in 
Context.  
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OD Interventions Are Implemented in Ways Consistent 
with OD Values and Assumptions 

OD interventions bring with them many values and assumptions, and change 
efforts using OD are implemented in distinctive ways that emphasize those 
values and assumptions. Values are expressions of what is important and not 
so important to the organization. Assumptions are beliefs that underlie ac-
tions. OD values include:  

▪ Belief in human dignity  
▪ Respect for individuals  
▪ Belief in the importance of participation  
▪ Belief that people should be mindful of how their actions can be perceived 

Many other such values exist. In the book Organizational development: 
Values, process and technology, Margulies and Raia (1975) listed OD values that 
remain relevant to this day. To summarize, Margulies and Raia wrote that OD:  

▪ Permits people to act as humans rather than play a part as mere economic 
resources  

▪ Allows people to realize their capabilities  
▪ Emphasizes effectiveness (doing the right things) over efficiency (doing 

things right)  
▪ Builds a highly engaging and highly involving corporate culture  
▪ Gives workers voice in decisions affecting them  
▪ Pays attention to worker individuality rather than treating people using 

“one-size-fits-all” approaches 

OD practitioners assume that:  

▪ The best experts to solve problems in an organization are not external 
experts but rather the people within the organization.  

▪ The biggest problem confronting an OD practitioner is that the stake 
holders do not agree among themselves on what are their problems, 
what are the priorities of problems deserving of action, what are the best 
solutions to problems, what are the priorities of solutions deserving of 
action, how to implement solutions, and what metrics will best focus on 
important issues.  

▪ Perception is reality. 
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▪ Feelings are as important as facts.  
▪ Group dynamics affect productivity.  
▪ No group of people is functioning as effectively as it could be functioning.  
▪ Full participation is a goal to be sought because the best ideas come from 

full involvement.  
▪ While group consensus is desirable, it is rarely possible; therefore, many 

decisions should be based on the logic of the majority vote.  
▪ When opinions vary from the majority, care should be taken to listen 

to the concerns of minority opinions, and steps should be taken to ad-
dress them.  

▪ While participation is desirable, nobody should be coerced into participating.  
▪ Organizational leaders tend to have an unfortunate habit of devoting too 

much time and attention to task accomplishment and too little time and 
attention to group dynamics of workers carrying out the tasks.  

▪ OD efforts, if they are to succeed, must have management support and 
keep that support over time.  

▪ Changes in organizational corporate culture can take much longer than 
decision-makers expect, and often management expectations about the 
speed at which human change can occur are unrealistic.  

▪ The ultimate tests of any change effort are whether the change works and 
is sustainable.  

▪ Change failures are as important as change successes because both 
failure and success can change corporate culture, creating shared beliefs 
among workers about what works and what does not work. 

OD Interventions Differ by Issues, Types, and Number  
of People Affected 

OD change efforts are implemented using interventions, but many kinds of 
interventions exist. Just think about it: how many ways can managers effect 
change in organizational settings? While nobody has tried to count all the 
ways that management could try to change an organization or ways that 
external events force the organization to change, it would seem intuitively 
that the number would be a large one. A common way to conceptualize kinds 
of OD interventions is to organize them by:  

▪ The issues to be addressed (problems to be solved or the strengths to be 
leveraged) 
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▪ The size (number of people) involved in the change  
▪ The type of change effort or solution to be used 

Figure 1.3 illustrates these categories and how they are related. 

Interventions Organized by Issues 

Change efforts can be carried out to solve a problem or leverage a strength. 
Many problems can exist. So, too, can there be many organizational, group, or 
individual strengths. 

The challenge when OD practitioners help organizations solve problems 
is to isolate root causes and distinguish them from presenting problems, the 
symptoms of problems that lead managers to call for change. Presenting 
problems are the consequences or results of a problem. They tend to be 
what managers or workers notice. Root causes are not usually quite so 
visible; yet, a problem cannot be solved unless a root cause is addressed. 

Consider a simple example. Managers call in an OD practitioner to help 
reduce excessive turnover. But turnover is a symptom of some other problem, 
the root cause(s). There can be, after all, many reasons why turnover exists. 
No solution will work to reduce turnover unless the real reasons for the 
turnover are addressed. 

The same logic exists in medicine. A patient goes to the doctor with sto-
mach pain. The stomach pain is a symptom of some problem. It is the doctor’s 
job to find out what causes the pain. Only then can the doctor prescribe 
medicine or therapy to remove or reduce the pain by addressing the cause. 

Leveraging strengths can also be prone to special challenges. If an orga-
nization is making much money, managers and workers alike may grow 
complacent, unwilling to change and to “fix what is not broken.” Yet, inaction 
will tempt competitors in efforts to grow stronger in the same areas. Likewise, 
strengths are too easy to take for granted. When efforts are successful, 
managers may feel that their success is what they are entitled to—and not 
what has been earned by the organization’s key competitive advantages. Note 
the issues identified in the model shown in Figure 1.3. 

The Size Involved in the Change 

How many people are involved in a change? That is a critically important 
question, since the time it takes to implement a change is affected by the 
number of people called upon to change. If the company is Coca Cola, 
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which does business in at least 102 countries, we might well imagine that it 
would take longer to implement a companywide change than it would take 
in a small company. Note the levels of change shown in the model shown in 
Figure 1.3. 

Types of Solutions 

Solutions address the root cause of a problem or else leverage an organizational 
or group strength. Solutions are akin to the medicine meant to cure the illness. 
They can also refer to change efforts intended to build or leverage strengths by 
realizing a compelling dream of an ideal or highly desirable future. Note the 
types of solutions shown in the model shown in Figure 1.3. 

Type of Intervention & Change Effort

Issues to be Addressed: Problems
to Solve or Strength to Leverage

Instrument-guided
Executive coaching
Leadership development programs
Survey-guided development
Sociotechnical systems
Team building
T-groups
Training
Talent development
Any organizational change effort can be handled by OD

Roles
Turnover
Absenteeism
Employee engagement
Empowerment
Corporate culture
Communication
Climate
Decision making
Innovation/Creativity
Talent issues
Any other issue/problem/strength

Figure 1.3 Issues, Size, and Type of Change. Adapted from the “OD Cube” in Schmuck, R. 
and Miles, M. (1971). Organizational Development in Schools. Palo Alto: National Press.  
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Roles of Team Leaders, OD Practitioners and Team 
Members in OD Interventions 

What are, or should be, the roles of team leaders, OD practitioners, and team 
members in OD interventions? This section addresses this question. 

What the Team Leader Does in OD Interventions 

During OD interventions, team leaders or managers should:  

▪ Introduce the consultant/helper/practitioner to the team or group  
▪ Explain the role of the consultant to the team or group  
▪ Direct discussions  
▪ Take steps to draw in silent group members during problem solving or 

decision making  
▪ Intervene when team members attack each other or call other team 

members by names  
▪ Open team meetings  
▪ Manage the timing of meetings and breaks  
▪ Handle disruptions  
▪ Assign responsibilities  
▪ Assign resources to carry out group tasks  
▪ Close out the meeting  
▪ Clarify next steps and actions the group agreed to take 

What OD Practitioners Do in OD Interventions 

During OD interventions, OD practitioners should:  

▪ Introduce themselves  
▪ Explain their roles  
▪ Review steps in the Action Research Model or the Appreciative Inquiry 

Model that they will use in working with the group to establish ex-
pectations about the practitioner’s role  

▪ Communicate how they will work with groups  
▪ Comment on individual issues and group relationships of importance to 

the group working together effectively  
▪ Facilitate discussions with group members about how they may improve 

group interaction or group dynamics 
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▪ Establish a psychological contract with participants about what they will 
do—and what they will not do  

▪ Maintain claims of confidentiality and anonymity  
▪ Pinpoint areas to improve  
▪ Facilitate action planning  
▪ Work with groups to monitor implementation of change efforts, tracking 

metrics and feeding them back to group members to encourage correc-
tive action or celebrations as conditions warrant  

▪ Help group members establish group charters and “rules of group 
engagement”  

▪ Offer strategies to encourage adoption/institutionalization of ways to 
improve project results  

▪ Separate from client groups effectively  
▪ Facilitate celebrations  
▪ Encourage managers and team members to improve their own sensitivity 

to group process and improve their own skills as process consultants 

What the Team Members Should Do in OD Interventions 

During OD interventions, team members should:  

▪ Participate as they wish in group discussions  
▪ Participate as they wish in group or team problem solving and decision 

making  
▪ Encourage other group members to participate in decision making  
▪ Take steps to encourage participation in group discussions by silent 

group members  
▪ Observe any team charters or rule of group engagement that have been 

established  
▪ Treat other group members with respect and dignity  
▪ Respect the timing of meetings and breaks  
▪ Avoid creating, or intensifying, disruptions  
▪ Follow through on any responsibilities assigned  
▪ Wisely use resources to carry out group tasks  
▪ Participate in meetings  
▪ Introduce themselves  
▪ Explain their roles  
▪ Communicate with others 

What Is an OD Intervention? ▪ 13 



▪ Take no steps to make it more difficult for the group to work together 
effectively  

▪ Provide feedback to other group members about noteworthy behavior— 
particularly as it might affect the group’s task achievement or group 
dynamics  

▪ Observe any requests for confidentiality and anonymity  
▪ Pose questions about group dynamics or about task achievement  
▪ Facilitate action planning discussions  
▪ Work with the group to measure improvements  
▪ Participate in, and comply with, group charters and “rules of group 

engagement”  
▪ Help transfer the change effort successfully  
▪ Help to establish terms by which consultants will be called back to 

previous clients to help when needed  
▪ Contribute to efforts to celebrate group successes  
▪ Help to encourage managers to improve their mindfulness of group feelings 

What Do OD Practitioners Devote Most of Their Time to 
Doing During Implementation? 

OD interventions can be brief (a single meeting or even a brief interaction) 
or long (extending many years). But the OD practitioner’s role is to provide 
information continuously to individuals and groups about the problems they 
identified, the solutions they pinpointed, the action plans they devised, and 
the metrics they chose to monitor. The practitioner does not play expert; 
rather, he or she facilitates continuing decision making among members of a 
client group. If the client is an entire organization, then efforts must be made 
to collect information about change implementation and feed it back to all 
key stakeholders. That must be done in many ways. Indeed, ensuring ef-
fective communication over time is an important role to be played by OD 
practitioners. 

Discussion Questions 

1. Define OD intervention, and distinguish it from other efforts to imple-
ment change.  

2. How might values and assumptions influence OD interventions? Describe. 
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3. Why might OD interventions fail? Explain how management commitment 
might be lost, and what could OD practitioners do to sustain continuing 
management commitment even over long implementation efforts.  

4. The model shown in Figure 1.3 illustrates the relationships between 
problems, OD interventions/solutions, and size of change efforts. Can 
you draw a comparable model that shows the relationships between 
strengths, OD interventions, and size of change efforts? Do so. 
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Overview 

The previous chapter illustrated a few examples of small-scale (for groups) 
and large-scale (for organizations) organization development (OD) inter-
ventions. OD interventions can also be carried out for individuals, multiple 
groups, departments, an industry, or a community. This chapter discusses 
several popular OD intervention and change management models such as the 
following:  

▪ Action Research Model  
▪ Appreciative Inquiry Model  
▪ Process Consultation  
▪ Kotter’s Change Management Model  
▪ McKinsey’s 7-S Change Management Model  
▪ ADKAR Change Management Model  
▪ Kubler-Ross’ Five Stage Model  
▪ Lewin’s 3-Stage Change Management Model 

We learned from Chapter 1 that Action Research Model (ARM) and 
Appreciative Inquiry Model (AIM) are OD intervention change efforts that 
are planned and participative. Process Consultation (PC) is also a partici-
pative change effort when the OD practitioners work alongside the clients to  
co-create solutions and help the clients help themselves. The rest of the 
models discussed in this chapter are change management models that 
generally place accomplishment of project tasks above stakeholder partici-
pation and shared decision making. However, these models could also be 
carried out in a participative manner if the practitioner does not play the role 
of an “expert”; rather, the practitioner facilitates client participation and 
decision making. 
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Any model that relies on participants making decisions can be OD. For 
instance, Kotter’s model can be OD if a practitioner draws out information 
and decisions from the people in the change effort, but it is not OD if the 
managers make all the decisions and impose their will, or the practitioners do 
the diagnosis and then make recommendations. OD is about facilitated 
change. And this book is about OD change efforts as they are implemented. 

Action Research Model (ARM) 

ARM is a popular model for facilitating organizational change and interven-
tions. ARM promotes organizational change by involving and collaborating 
with the client in identifying the problem, data gathering, diagnosis and as-
sessment, action planning, and problem-solving steps (Cummings & Worley 
2015). OD practitioners want to get a better understanding about the change 
effort in which they are involved in order to help the clients become more 
cognizant of their own environment and condition. Lewin (1946, 35) defined 
ARM as “a comparative research on the conditions and effects of various 
forms of social action and research leading to social action.” ARM involves 
participants in social situations to improve their practices or to improve the 
situation in which their practices take place (Carr & Kemmis 1986; 
Meyer 2000). 

Unlike traditional research, the type of situations or problems addressed in 
ARM are real-world, are practical, and may be experienced by the research 
practitioner directly or indirectly (Craig 2009). While ARM is “collaborative, 
participatory, and reciprocal,” results of ARM are “tentative, critical, and less 
definite than traditional research” (Schmuck 2006, 30). Koshy et al. (2010) 
have listed several features of ARM worthy of consideration. First, ARM in-
volves action, evaluation, and critical reflection based on evidence gathered 
to improve practice. Second, reflections are based on participants’ inter-
pretation of evidence. Third, ARM is participative, collaborative, situation 
based, and context specific. Finally, in ARM, findings are not absolute, but 
they emerge as the situation develops and more action, evaluation, and  
critical reflection take place based on new evidence. 

To have a successful ARM process, OD practitioners must engage parti-
cipants. The collaborative and participative nature of ARM makes this a  
natural choice for OD practitioners to guide OD change efforts. ARM is 
usually carried out in the following eight phases: Entry (problem identifica-
tion), Start-Up (consultation with an expert), Assessment and Feedback (data 
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collection, preliminary diagnosis, and feedback to key stakeholders), Action 
Planning (creation of action items to carry out the changes), Intervention 
(implement the action items), Evaluation, Adoption, and Separation (tracking 
results and taking over the OD practitioners’ roles as they leave). Chapter 3 
elaborates on these steps. 

Appreciative Inquiry Model (AIM) 

Founded by David Cooperrider and Suresh Srivastava in 1980, AIM is a po-
sitive, collaborative, and strength-based approach to organizational change 
(Moore 2020). AIM is a positive approach because it promotes organizational 
change by asking positive questions—questions that focus on what is 
working, rather than what is not working. AIM is collaborative because it 
supports full-voiced active participation and dialogue from the participants in 
order to “construct a more desirable future” (Cooperrider & Sekerka 2006, 
225). AIM is strength based because it explores participants’ strengths; en-
compasses the values, beliefs, and capabilities of an organization “at its best”; 
and embraces “collective understandings around what makes up the best of 
us” (Moore 2020, para. Key Concepts in AI). 

The AIM process consists of four distinct steps: Discovery, Dream, Design, 
and Destiny. In the discovery step, participants identify and appreciate what 
works. A majority of the organization’s members and stakeholders participate 
in interviews and identify the organization’s strengths, best practices, and 
sources of excellence and peak performance (Cooperrider & Sekerka 2006). 
Discussing and exploring past successes can also be valuable in this step. 
Since the discovery step is focused on uncovering strengths, participants 
should stay away from the problem-focused or deficit-based mindset. 

In the second step, dream, participants imagine “what might be” and en-
vision a compelling, memorable, and ambitious picture of the future they 
really want—a future where the organization and its members are fully en-
gaged and successful in accomplishing the strategic objectives. Since the AIM 
process encourages a wide range of participants to be engaged in the dis-
cussion, the “dream” may represent multiple perspectives, opinions, and 
understandings. Participants end up co-creating the ideal future by asking 
positive questions and using positive language and thinking. 

In the design step, co-creation of the desired future continues but the goal 
is to reach a real, positive, and shared vision in an inclusive, safe, and sup-
portive environment where everybody feels valued and heard (Moore 2020). 
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Once the shared vision for the future is clear, participants discuss what actions 
are needed today to reach that vision and bring the dream to life. According to 
the Center for Values-Driven Leadership (2017), participants should be as 
strategic and tactical as possible in the design step. New initiatives and pro-
jects needed to take the participants from their dream to destiny (the final 
step) are identified in the design step. 

Finally, in the destiny step (sometimes also called the delivery step),  
participants construct the future by implementing the design, executing the  
actions, and revising the actions as needed. In this step, participants also 
embed the new design and actions into their groups, communities, and  
organizations. Implementing new designs and actions is likely to generate  
additional discoveries and keep the 4-D cycle moving forward. 

Process Consultation (PC) 

PC focuses on the relationships among team members to improve team ef-
fectiveness. It does not expect the OD practitioners to play the role of an 
expert who would arrive on the scene to prescribe solutions to the problems 
that the organization has identified. The PC approach encourages the clients 
and the OD practitioners to act as equals and assumes that identification and 
understanding of the problem(s) is also part of the process. In PC, the primary 
role of an OD practitioner is to serve like a mirror so that the client sees the 
reflection of how they interact with one another and perform as a team 
(McLean 2006). 

“Process consultation is the creation of a relationship with the client that 
permits the client to perceive, understand and act on the process events that 
occur in the client’s internal and external environment in order to improve the 
situation as defined by the client” (Schein 1999, 20). PC is a developmental 
approach that seeks to empower the clients to solve their own problems 
(Schein 1987). Mamlin (2017) described the following three tenets recognized 
by PC. First, the clients know more about their own situation and its com-
plexity than the OD practitioners do. The clients also know best what works 
in their organizational environment and culture. Second, the clients have 
psychological ownership of the activities. Finally, the clients must be helped 
to remain proactive, and the OD practitioners should focus on developing the 
clients’ capabilities to solve their own problem. The main emphasis of PC is 
on human processes and broader organizational issues (Mamlin 2017). 
Human processes may include relationships and communication among 
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group members and intergroup processes. Broader organizational issues can 
be organizational culture, values, and norms. 

An essential part of Schein’s PC model is “active inquiry.” Active inquiry 
involves building up the client’s status and confidence, gathering as much 
information as possible about the situation, engaging the client in the process 
of diagnosis and action planning, and creating a safe environment for the 
client to share facts and feelings (Beitler 2005). In addition to active inquiry, 
Schein (1999, 242–245) presented the following 10 key principles of PC:  

▪ Always try to be helpful.  
▪ Always stay in touch with the current reality.  
▪ Access your ignorance.  
▪ Everything you do is an intervention.  
▪ It is the client who owns the problem and the solution.  
▪ Go with the flow.  
▪ Timing is crucial.  
▪ Be constructively opportunistic with confrontive interventions.  
▪ Everything is a source of data; errors are inevitable—learn from them.  
▪ When in doubt share the problem. 

Kotter’s Change Management Model 

John Kotter’s Change Management Model is one of the most popular and 
most adopted models in the world. Organizations often encounter many 
barriers (e.g., lack of leadership and teamwork, fear of the change, negative 
attitude) that can make it difficult to implement organizational changes. 
Kotter’s model outlines how to implement changes systematically and effec-
tively in an organization by overcoming these barriers. This model has eight 
steps with each step focusing on employees’ responses to the change. 

Increase Urgency 

Creating a sense of urgency among managers and employees may be the best 
way to motivate and engage them during the change implementation process. 
No organizational change initiative can be successful without the support and 
motivation of the employees. To create a sense of urgency, a SWOT analysis can 
be conducted to identify and analyze the organization’s internal and external 
factors in making a business decision. A sense of urgency can also be increased 
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by openly discussing the problem with the employees, why the change is 
needed, possible solutions, and how the solutions can be implemented. 

Build the Guiding Team 

The purpose of this step is to assemble a coalition team with the right set of skills, 
personalities, qualifications, and authority that will be responsible for the driving 
change within the organization. An effective guiding team must have a common 
understanding of the need for change, the risks and challenges associated with 
the change, the mission and purpose of the team, and the roles and responsi-
bilities of all the team members. The guiding team must also be aware of the 
communication channels as well as the critical success factors of the change along 
with the processes for measuring success, making decisions, and tracking issues. 

Develop Vision and Strategies 

The objectives of this step are (a) to create a clear and appealing vision to 
direct the change initiative and (b) to develop effective strategies to accom-
plish the vision. The vision should be aligned with the change initiative and 
core organizational values. The employees’ ideas, emotions, and creativity 
must be taken into consideration when developing the vision and strategies. 
The vision and strategies should be communicated frequently and must be 
simple and easily understood by all. 

Communicate the Vision and Strategies 

In this step, the focus is to frequently communicate the vision and strategies 
about the changes being implemented with the employees and be transparent 
with the communication. To communicate effectively, the change leaders 
should demonstrate the desired behavior expected from the employees, en-
courage employee feedback, openly and honestly address their feelings (e.g., 
concerns, fears, anxieties, uncertainties), and avoid any doubt or confusion 
when communicating the message (Athuraliya 2020b). 

Empower Action 

The purpose of this step is to remove the roadblocks and collect feedback 
from the employees in a constructive way. Roadblocks are barriers to im-
plementing the organizational change and may appear in the form of 
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inefficient processes, employees’ resistance to change, ineffective manage-
ment policies and practices, or organizational red tape. To overcome the 
barriers, the change leaders must have a clear understanding of the barriers. 
Open communication with the employees and other stakeholders is always 
helpful in overcoming resistance to change. Organizational policies, pro-
cesses, practices, and structure must be aligned with the vision and direction 
of the change. Employees need to be empowered and recognized for their 
positive efforts toward implementing the change. 

Accomplish Short-Term Wins 

The focus of this step is to accomplish short-term goals or quick wins to 
encourage employees to rally behind the change initiative instead of just 
waiting for the end result, which may take a long time to materialize. Short- 
term goals should be feasible, nontrivial, unambiguous, and aligned with the 
change initiative’s ultimate goals or objectives. Breaking down the whole 
change initiative into smaller sub-projects with milestones is a good way to 
identify short-term goals and accomplish quick wins. Employees responsible 
for accomplishing the quick wins should be properly recognized and re-
warded in order to encourage other employees and boost employee morale. 

Build on the Change 

The purpose of this step is to reinforce the change and make continuous im-
provement. Accomplishing quick wins is a great start, but the real objective 
should be achieving the ultimate change goals and objectives. After each quick 
win, it is important to reflect on the lessons learned—what went right, what went 
wrong, what could be done differently, and what needs to be improved. 
Unnecessary organizational policies, processes, or practices should be eliminated 
or redesigned to make them effective and ensure continuous improvement. 
Employees who are practicing the new behaviors and facilitating the change 
should be recognized and rewarded. Change leaders should also keep reminding 
employees of the vision, updated strategies, and communicate success stories. 

Make the Change Stick 

The purpose of this step is to make the change stick by incorporating it with 
the culture and “normal” way of doing things. The change must be reflected  
in the new organizational norms, values, policies, and practices. 
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Organizational changes don’t happen overnight, and challenges are un-
avoidable. It is important to be patient and persistent while the change 
management process is going on. To make changes stick and anchor the 
changes in the corporate culture, leaders must continue to communicate the 
benefits of the change, celebrate success stories, recognize employees’ va-
luable contributions toward the change, provide training and development 
opportunities to the employees relevant to the change, and remove or reas-
sign employees who are impeding progress. 

McKinsey’s 7-S Change Management Model 

McKinsey’s 7-S Change Model was developed by Robert Waterman and Tom 
Peters, two consultants at McKinsey and Company, in the late 1970s 
(MindTools 2020). Organizations use this model to assess and analyze internal 
elements and situations that affect organizational success. According to the  
7-S Change Model, there are seven internal elements (Strategy, Structure, 
Systems, Shared Values, Style, Staff, and Skills) which are considered to be 
interlinked. These seven elements can be divided into two categories—hard 
and soft elements. Strategy, Structure, and Systems are hard elements, and the 
other four are soft elements. Hard elements are easier to identify. They can 
also be directly influenced by the management and decision makers 
(Athuraliya 2020a). Although the soft elements are less tangible and more 
difficult to identify, they are as important as the hard elements when affecting 
organizational success. All seven elements must be aligned and reinforced for 
organizational success, and companies should be aware of them when im-
plementing change. The following sections provide a short description of 
these elements:  

▪ Strategy: Strategy is the course of action the company can pursue to 
achieve and maintain strategic goals (Dessler 2017) and competitive ad-
vantage (Athuraliya 2020a). The course of action should consist of decisions 
and action steps that need to be taken to address the changes in the com-
pany’s internal and external environments.  

▪ Structure: Structure refers to the organizational structure or how the 
company is organized. The structure is often illustrated as an organiza-
tional chart which shows how departments and teams are structured and 
who reports to whom. 
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▪ Systems: Systems are the activities and procedures used by the staff to 
complete day-to-day jobs and responsibilities.  

▪ Shared values: Shared values refer to the “superordinate goals” 
(Athuraliya 2020a) or the core values of an organization according to 
which it operates. Shared values of an organization are often manifested 
by its corporate culture and general work ethic (MindTools 2020). 
Shared values can also represent the company’s standards, norms, 
attitudes, and beliefs (Athuraliya 2020a). Athuraliya (2020a, para. 
Shared Values) regarded shared values as “the organization’s most 
fundamental building block that provides a foundation for the other 
six elements.”  

▪ Style: Style refers to the management style of the company’s leaders and 
executives. It includes their actions, interactions, and behaviors that can 
influence strategic decisions, employee motivation, and organizational 
performance (Athuraliya 2020a).  

▪ Staff: This element refers to the number of employees in the organization, 
recruitment practices, employee development opportunities, remuneration 
policies and procedures, and other motivational considerations (Athuraliya 
2020a). Staff or human resources are the organization’s most valuable 
strategic assets.  

▪ Skills: Skills are the capabilities and competencies possessed by the 
employees working in the organization. Core competencies or skills of 
employees are intangible (Athuraliya 2020a) but they play a vital role in 
achieving organizational success. 

ADKAR Change Management Model 

The Prosci (Professional Science) ADKAR model focuses on the people side 
of the change and believes that “organizational change only happens when 
individuals change” (Prosci, n.d.). One of the major reasons of failure when 
implementing organizational change lies on the people side: Employees do 
not understand the benefits of implementing the change; they are not 
prepared to be successful after the change is implemented; or leaders 
cannot successfully manage the employees’ resistance to change (Prosci, 
n.d.). By using the ADKAR model, change leaders can focus on “the 
identification and evaluation of the reasons why change is working or not, 
and why desired results are not being obtained” (Jouany & Martic 2020, 
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para. ADKAR Change Management Model). ADKAR Model stands for 
Awareness, Desire, Knowledge, Ability, and Reinforcement. The following 
section elaborates these acronyms:  

▪ Awareness clarifies why the change is needed and the requirements 
of the change. Prosci (n.d.) presented seven factors to build awareness 
of the need for change: communications from others, access to  
information, an event, an observable condition, readily available 
business information, catastrophic disaster, and gradually weakening 
financial performance. Activities such as messages from senior leaders 
and change sponsors, managers’ conversations, and regular commu-
nication to general employees are critical in building the awareness. 
According to Athuraliya (2019), awareness can be achieved by ad-
dressing the following:  
• Understand what is working in the organization and what isn’t.  
• Be aware of all the options—why the change is needed now and the 

risk or cost of not implementing the change.  
• Explain the business drivers, opportunities, or problems that warrant 

the change.  
• Focus on the most critical reason(s) for change. 

Prosci (n.d.) also listed several resisting factors that can make awareness 
difficult to achieve: comfort with the status quo, credibility of the change 
leaders, sponsors, or sources sending the message, denial of the factors 
calling for the change, debate and disagreement over the reasons for 
change, and rumors of misinformation. These limiting factors must be 
properly dealt with to successfully raise awareness of the change’s 
necessity.  

▪ Desire means to support the change and be part of implementing it. 
Simply being aware of the change does not automatically guarantee 
having the desire to implement it. The needs and reasons for the 
change must become “personal and organizational motivating factors” 
(Prosci, n.d.) to move forward from awareness to the desire state to 
support and implement the change. Table 2.1 provides a list of 
common motivators for participating in a change, tactics for building 
desire, and potential resisting factors when moving from awareness  
to desire. 
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▪ Knowledge provides the know-how to drive change. Simply having the 
awareness and desire to implement the change will not be successful 
without the knowledge of implementing the change. According to Prosci 
(n.d.), two types of knowledge are needed to implement the change:  
• Knowledge of how to change (what to do during the transition) 
• Knowledge of how to perform effectively after the change is im-

plemented (skills and behaviors needed to support the change) 

Table 2.2 provides a list of critical success factors, tactics, and potential resisting 
factors when building knowledge.  

▪ Ability refers to OD practitioners’ skill and capability to incorporate the 
change on a regular basis. The change leaders must demonstrate skills 
and behaviors to translate the knowledge into performance and produce 
desired results. Table 2.3 provides a list of critical success factors, tactics, 
and potential resisting factors when fostering ability.  

▪ Reinforcement means strengthening of the skills and behaviors. 
The leaders must reinforce skills and behaviors to make the change 

Table 2.1 Moving from Awareness to Desire     

Motivators for 
Participating in a 
Change 

Tactics for Building 
Desire 

Potential Resisting Factors   

■  Likelihood of  
gain or  
achievement 
(incentive). 

■  Fear of  
consequence (risk 
or penalty). 

■  Desire to be part of 
something (to 
belong). 

■  Willingness to  
follow a leader you 
trust. 

■  Alternative is  
worse.   

▪ Active and visible  
primary sponsor.  

▪ Strong 
sponsorship 
coalition.  

▪ Personal 
engagement by 
coaches.  

▪ Proactive 
management of 
resistance.  

▪ Strong employee 
involvement in 
creating the 
needed solution.  

▪ Incentive 
programs aligned 
with the change.   

▪ Comfort or security with 
how things are now.  

▪ Fear of the unknown.  
▪ Change not aligned with 

a person’s self-interest or 
values.  

▪ No answer to What’s in it 
for me?  

▪ Negative history with 
change on a personal 
level (low confidence of 
success).  

▪ An individual’s personal 
situation—financial, 
career, family, or health.  

▪ An organization's track 
record with change.   

Note. Adapted from Prosci (n.d., para. Making the Transition from Awareness to 
Desire).  
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stick. Successful reinforcement of a change prevents employees 
from going back to their old ways of doing things prior to im-
plementing the change. Table 2.4 provides a list of critical success 
factors, tactics, and potential resisting factors when building 
reinforcement. 

Table 2.2 Building Knowledge     

Critical Success 
Factors 

Tactics for Building Knowledge Potential Resisting Factors   

■  Training and  
education. 

■  Experience. 
■  Access to  

information. 
■  Mentoring.   

▪ Formal training programs.  
▪ Job aides.  
▪ One-on-one coaching.  
▪ User groups and forums.  
▪ Troubleshooting 

guidance.   

▪ Gap between current 
knowledge levels and 
desired knowledge 
levels.  

▪ Insufficient time  
(conflicting 
demands).  

▪ Inadequate resources 
available for training.  

▪ Lack of access to the 
necessary 
information.  

▪ Capacity to learn.   

Note. Adapted from Prosci (n.d., para. Building Knowledge).  

Table 2.3 Fostering Ability     

Critical Success 
Factors 

Tactics for Fostering Ability Potential Resisting Factors   

■  Practice. 
■  Time. 
■  Coaching or  

role-modeling 
behavior. 

■  Access to right  
tools. 

■  Feedback.   

▪ Direct involvement of 
coaches.  

▪ Access to subject  
matter experts.  

▪ Performance 
monitoring.  

▪ Hands-on practice  
during training.  

▪ Availability of expert 
resources to help 
employees.   

▪ Inadequate time available 
to develop skills.  

▪ Lack of support.  
▪ Existing habits contrary to 

the desired behavior.  
▪ Psychological blocks.  
▪ Limitations in physical  

abilities.  
▪ Individual capabilities  

(personal limitations).   

Note. Adapted from Prosci (n.d., para. Fostering Ability).  
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Kubler-Ross’ Five Stage Model 

This model is also known as the “Grief Model” developed by Elisabeth 
Kubler-Ross based on her research on dying and death (Belyh 2019). It was 
originally developed to describe the various emotional states and stages 
people go through when they are nearing end of life. However, it has been 
applied to other life situations such as people suffering from changes in 
work, loss of job, personal trauma, and other tragic incidents (Jouany & 
Martic 2020). According to Jouany and Martic (2020), this model is 
employee-oriented and focuses on their feelings, concerns, and needs. 
Therefore, this change model can help employers better understand their 
employees and empathize with them. These employers are more likely to 
overcome the most challenging barriers of successful change management 
such as employees’ resistance to change, lack of communication, etc. 
(Jouany & Martic 2020). Following are the five stages associated with the 
Kubler-Ross Model that employees may be going through during organi-
zational change. 

Table 2.4 Building Reinforcement     

Critical Success 
Factors 

Tactics for Fostering 
Reinforcement 

Potential Resisting Factors   

■  Celebrations. 
■  Rewards and  

recognition. 
■  Feedback. 
■  Corrective actions. 
■  Visible performance 

measurement. 
■  Accountability 

mechanisms.   

▪ Publicly visible  
performance 
scoreboards that 
positively show 
compliance to a new 
process.  

▪ Feedback from  
supervisors directly to 
employees, including 
saying “Thank you.”  

▪ Visible recognition by 
senior-level sponsors.  

▪ Project-sponsored 
celebrations for 
employees.  

▪ Compensation and 
appraisal systems 
designed to support 
the change.   

▪ Rewards not meaningful 
or not associated with 
achievement.  

▪ Absence of  
reinforcement for 
accomplishments.  

▪ Negative consequences, 
including peer pressure 
for desired behavior.  

▪ Incentives that directly 
oppose the change.   

Note. Adapted from Prosci (n.d., para. Building Reinforcement).  
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Shock or Denial 

In this stage, employees often are unable to accept the change or are not 
willing to recognize that the change is happening (Jouany & Martic 2020). 
Depending on the severity of the change, employees may experience varying 
degrees of shock or numbness (Belyh 2019) and may think “if we can pretend 
that the change is not happening, if we keep it at a distance, then maybe it 
will all go away” (Connelly 2018, para. Shock or Denial). 

Anger 

When employees finally realize that the change is for real and affecting 
them, their initial shock and denial converts into anger (Jouany & Martic 
2020). In this stage, employees may become more irritable; vent their anger 
in different ways; and start blaming themselves, their friends and families, 
their coworkers, their bosses, the economy, the government, or even God 
(Connelly 2018). 

Bargaining 

During the bargaining stage, employees want to avoid the change’s worst 
possible outcome and get the best possible solution or the most favorable 
result (Jouany & Martic 2020). Belyh (2019, para. Bargaining) has described 
this stage as “a way for people to avoid ending up with the worst case sce-
nario and is a natural reaction to avoid the extreme change.” Connelly (2018) 
has offered few examples of what people might do in this stage: attempt to 
postpone what is inevitable, put off the change as long as possible, or find a 
way out of the situation. In workplace settings, employees might work harder 
and extra hours in this stage to avoid an upcoming layoff or downsizing 
(Connelly 2018). 

Depression 

When employees realize that bargaining is not working and that achieving 
the desired outcome is unlikely, they may get depressed and become 
hopeless (Jouany & Martic 2020) and uncertain about the future (Belyh 
2019). In this stage, employees may exhibit common symptoms of depres-
sion such as low level of energy, lack of commitment, disengagement from 
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work, lack of motivation or excitement, etc. (Belyh 2019). These behaviors 
can lead to increased absenteeism as employees take days off and more sick 
leave (Connelly 2018). 

Acceptance 

In this stage, employees realize that there is no point being depressed or 
fighting the change anymore. They either quit or get on board with the change 
by finally accepting what is happening (Belyh 2019; Jouany & Martic 2020). 
Connelly (2018) has described this stage as a “creative space” because it “forces 
people to explore and look for new possibilities” (para. Acceptance). It is also 
very common to see employees being brave in accepting the change, learning a 
lot about themselves, and ultimately using the change positively to further 
enhance their career. 

According to Connelly (2018), it is normal for human beings to move 
between these stages, but what is concerning is if they get stuck in one of 
these stages. People can very easily get stuck in the anger and depression 
stages, and it may be advisable for them to seek professional help if necessary 
(Connelly 2018). 

Lewin’s 3-Stage Change Management Model 

Kurt Lewin’s 3-Stage Model is one of the most popular, accepted, and ef-
fective change management models. This model is the base of many other 
models, including ARM. The 3-Stage Model is very helpful for companies to 
“better understand organizational and structured change” (Jouany & Martic 
2020, para. Lewin’s Change Management Model). Lewin’s change manage-
ment model describes the three main stages that every change management 
process must go through: pre-change, during change, and post-change. Lewin 
referred to these three stages as unfreezing, moving or changing, and 
refreezing. 

Unfreezing 

The first stage of Lewin’s change management model involves preparation for 
the change. The crucial steps of this stage are to recognize that the change is 
essential and to openly and honestly communicate with employees 
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explaining why the change is necessary. The main goal is to overcome em-
ployees’ resistance to change. Edgar Schein identified three processes to 
achieve unfreezing: “disconfirmation of the validity of the status quo, the 
induction of guilt or survival anxiety, and creating psychological safety” 
(Burnes 2006, 142). In other words, those impacted by the change must feel 
safe from negative consequences before rejecting the old behaviors in favor 
of the new ones. 

Moving or Changing 

When the unfreezing stage is complete and the impacted employees are 
open to change, the next stage, also known as the transitioning stage, 
begins. This is the stage where the changes are implemented. Changes may 
result in adopting new behaviors, processes, or ways of doing things. 
Uncertainty and fear are common when transitioning to the new reality, 
so most people struggle in this stage. Just like the first stage, effective 
leadership, open employee communications, education, and support are 
crucial to successfully carry out the transitioning stage (Jouany & 
Martic 2020). 

Refreezing 

This is the stage in which the change (new state) is reinforced, stabilized, 
solidified, and accepted. The new routine becomes normal. Lewin found the 
refreezing stage to be especially important so that people do not revert back 
to their old ways of thinking or doing things (i.e., prior to the implementation 
of the change). Leaders should make sure that changes are continuously re-
inforced even after they have been implemented. Positive rewards and ac-
knowledgment of efforts are often used to reinforce the changes. 

Key Lessons Learned 

This chapter provided a brief description of a few common OD intervention 
and change management models. The rest of the book is based on one of the 
most popular OD intervention models—the ARM. Chapter 3 discusses all the 
steps of the ARM. Chapters 4, 5, and 6 focus on OD interventions at the 
individual level. Chapters 7 and 8 talk about OD interventions for small 
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groups. The focus of the rest of the chapters is intermediate-size (Chapter 9), 
large-scale (Chapter 10), industry-wide (Chapter 11), and community-wide 
(Chapter 12) OD interventions. Each chapter illustrates a case study, elabo-
rates on how to carry out the intervention, and provides at least one useful 
tool for OD practitioners. The last two chapters of the book discuss the future 
of OD interventions (Chapter 13) and the unique issues found when im-
plementing OD interventions (Chapter 14). 

Discussion Questions  

1. There are several definitions of OD provided in this chapter. Which one 
do you most relate to? Why?  

2. Which OD intervention model do you prefer? Explain.  
3. Describe advantages and disadvantages of all the OD intervention 

models in this chapter.  
4. Do you think a certain OD intervention model is more appropriate for a 

certain type of OD intervention? Explain.  
5. What competencies do you think are most valuable for an OD 

practitioner? 
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Overview 

In Chapter 2, we learned about few popular organization development (OD) 
intervention models. Chapter 3 discusses the steps for implementing one of the 
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models—the Action Research Model (ARM). While the ARM has been described 
in various ways, most people would agree it includes eight steps (Rothwell 
2015; Rothwell et al. 2015). The rest of this chapter elaborates these steps:  

▪ Entry (problem identification)  
▪ Start-Up (consultation with an expert)  
▪ Assessment and Feedback (data collection, preliminary diagnosis, and 

feedback to key stakeholders)  
▪ Action Planning (creation of action items to carry out the changes)  
▪ Intervention (implement the action items)  
▪ Evaluation, Adoption, and Separation (tracking results and taking over 

the OD practitioners’ roles as they leave) 

Step 1: Entry 

The Entry step is the beginning of an OD process. According to McLean 
(2006), three major focuses of this step are marketing (how the OD practi-
tioners obtain work), the first meeting or the initial dialogue between the 
clients and the practitioners, and the contracting process (e.g., finalizing a 
written contract, a letter of agreement, or a memorandum of understanding 
between the client and the practitioner). The contracting process may also 
include a signed non-disclosure agreement. 

Marketing 

Marketing involves promoting the practitioners’ skills, competencies, and 
expertise to obtain OD-related work, assignments, or projects. McLean (2006) 
listed many approaches practitioners can use for marketing: word of mouth, 
networking, websites, printed materials, request for proposals (RFPs), visi-
bility, contract agencies, and doing pro bono work. Word of mouth is referrals 
and recommendations from previous employers or clients, colleagues, and 
professional friends, and can be the most effective approach in getting new 
clients. Networking can be developed through participating in professional or 
community organizations, current or former associates and coworkers, friends 
and family, and former classmates, instructors, or professors (2006; McKay 
2019). It is strongly recommended for practitioners to have a high-quality and 
professional website that includes their personal information (i.e., name, 
photo, contact information, education, and qualification), areas of expertise, 
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list of past clients, client testimonies, brief description of completed projects, 
and publications (e.g., books, journal articles, whitepapers). Printed materials 
can be the practitioner’s business card, stationery supplies, or brochures. A 
request for proposal (RFP) is an official document that announces and pro-
vides details about a project and solicits bids from practitioners to help 
complete the project (Kenton 2020). Many practitioners gain increased visi-
bility and prominence by writing (e.g., books, journal articles, and white-
papers), presenting in conferences and seminars, and teaching. OD 
practitioners can register with contract or staffing agencies to make a con-
nection with multiple hiring managers looking to find the right person to do 
their work. Sometimes practitioners undertake professional work voluntarily 
and without (or reduced) payment. This type of pro bono (meaning for the 
public good) work is an excellent way to give back to the community and 
shows the practitioners’ social responsibilities and moral and ethical values. 
McLean (2006, 36–39) provided an excellent list of possible advantages and 
disadvantages of these marketing approaches. 

The First Meeting 

Two main purposes of the first meeting or the initial dialogue between the 
client and the OD practitioner are (a) to discuss the work that needs to be 
done, and (b) to determine whether the practitioner is the right person for the 
work. McLean (2006, 47–51) listed the following tasks to be completed during 
the initial dialogue between both the parties.  

▪ Determine whether the parties can work together.  
▪ Present the problem.  
▪ Conduct preliminary assessment.  
▪ Determine the client’s readiness to change.  
▪ Establish the OD practitioner’s credibility. 

When determining if the parties can work together, McLean (2006) advised 
that caution should be taken and rash decisions should be avoided by all the 
participants. Oftentimes the client knows not only what the problem is, but 
also what needs to be done to fix the problem (2006). However, it is also very 
common when the client fails to distinguish the problem (the root cause) from 
the symptoms (indicators that a problem exists). When the problem has been 
presented, the practitioner should ask meaningful probing questions and 
conduct preliminary assessments to better understand the root cause and the 
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symptoms. At the end of the preliminary assessment, both the parties should 
agree on the root cause(s) of the problem, and not the symptoms, that need 
fixing. In the next step, the practitioner should determine the client’s readi-
ness to change. It is not advisable for practitioners to commit to a project and 
put their reputation on the line when the client is not ready for change and 
unwilling to provide the resources to complete the project. Before a contract 
is signed, OD practitioners should continue to build credibility and trust by 
being professional, sincere, respectful, and accountable during the initial 
dialogue with the client. And once the contract is signed, the practitioner’s 
credibility should remain intact throughout the project. It is not necessary to 
complete all these tasks in one meeting session, and the initial dialogue may 
take place over several days or even weeks. 

The Contracting Process 

At the end of the initial dialogue, if both the clients and the practitioners agree 
to work together and decide to move forward with the project, the next step is 
preparing and finalizing a contract, a letter of agreement, a memorandum of 
understanding, or a non-disclosure agreement. As a general rule, a contract or 
a letter of agreement is legally binding and simply requires “a meeting of 
the minds (agreement) with specific terms (price, dates, promise of perfor-
mance, in return for, etc.) between two (or more) individuals where a benefit 
(consideration) is exchanged” (Rafter & Charles, 2013). A memorandum of 
understanding (MOU) between two or more parties may outline the re-
sponsibilities of each of the parties, but is not legally binding (Content Team 
2017). An MOU is usually the first step toward creating a legally binding letter 
of agreement or contract. A non-disclosure agreement (NDA) establishes a 
legally binding relationship between the clients and practitioners to protect 
the client’s confidential information from being shared with outsiders (Twin 
2020). Table 3.1 provides a list of useful websites with examples of each of 
these . McLean (2006) suggested the following items to be included and 
thoroughly explained in a contract:  

▪ Roles and responsibilities of all parties—who will do what  
▪ Project scope and desired outcomes  
▪ Project duration and timeline  
▪ Project confidentiality  
▪ Required resources  
▪ Billing, reimbursement, and fees 
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▪ Project deliverables  
▪ Recourse for nonperformance and noncompliance 

Step 2: Start-Up 

When an agreement or a contract is signed, the OD practitioners start step-
ping into the organizational environment. The start-up step is very important 
in an OD intervention project as the practitioners try to understand issues 
surrounding the problem and secure commitment from the project sponsor 
and stakeholders. McLean (2006) suggested three primary objectives for this 
step: the infrastructure needs to be established, the project management 
policies and practices should be formalized, and the team with which the 
practitioners will be working should be formed. 

To successfully establish the infrastructure, the practitioners must have at 
least a workplace, necessary technological equipment (e.g., computer or 
laptop, office phone, mobile devices), and access to internet and shared 
drives. These tasks are often taken care of during the onboarding process 
when organizations hire a new employee or a practitioner. An onboarding 
checklist helps the new hire, HR, and hiring manager make sure they are 
completing all the necessary tasks to prepare for onboarding new hires and 
guide them in becoming part of a successful team. 

Table 3.1 Useful Websites    

Topic Website  

Contract or Letter of 
Agreement (LOA) 

https://www.shrm.org/resourcesandtools/tools-and-samples/ 
hr-forms/pages/cms_006670.aspx 

Memorandum of 
Understanding 
(MOU) 

https://templatelab.com/memorandum-of-understanding/ 

https://formswift.com/downloads/memorandum-of- 
understanding/memorandum-of-understanding.pdf 

Request for 
Proposal (RFP) 

https://blog.hubspot.com/marketing/rfp-template 

https://www.indeed.com/hire/c/info/rfp-request-for-proposal 

https://www.business-in-a-box.com/template/request-for- 
proposal-D1270/ 

Non-disclosure 
Agreement 

https://www.shrm.org/resourcesandtools/tools-and-samples/ 
hr-forms/pages/cms_002097.aspx    
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The OD practitioners should formalize project management policies and 
practices to track “what is to be done, by whom, and when” (61). These 
policies and practices can be for managing tasks (sub-tasks, task de-
pendencies), requirements (business rules, functional, technical), users and 
roles, workflows, reporting (dashboards, custom reports, status reporting), 
budgeting (forecasting, risk management), and time tracking (billable 
hours, non-billable hours). It may not be possible to make explicit deci-
sions on all these matters during the start-up step, but the more decisions 
are made up-front, the less chances of misunderstanding during the sub-
sequent steps. 

To carry out the OD intervention, if the practitioners need to form a team, 
McLean (2006) offered three recommendations. First, the practitioners should 
identify a “point person within the client organization” (62)—a person who 
can be approached for information or assistance on any general or specific 
topic. Second, the practitioners should create a project steering committee—a 
decision-making body within the OD intervention scope that consists of top 
managers and other stakeholders. In general, the project steering committee’s 
role is to “provide advice, ensure delivery of the project outputs, and the 
achievement of project outcomes” (Law and Justice Foundation n.d., 1). 
Third, the practitioners should have access to the senior management within 
the client organization or the project sponsor. No OD intervention can be 
successful without their meaningful support throughout the project. 

Before proceeding to the next step (Assessment and Feedback) of the OD 
intervention process, the practitioners should collaborate and consult with 
the project sponsor and steering committee, and jointly decide which as-
sessment approach to use. Common assessment approaches are observa-
tion, secondary data, one-on-one interview, group interview, and 
questionnaire/survey (McLean 2006). The practitioners should advise on the 
potential advantages, disadvantages, and cost of the assessment approaches 
and help the team make an informed decision. A decision should also be 
made in the start-up step about who to involve in the assessment. There are 
several ways to select samples from a population: random sampling, sys-
tematic, stratified, clustered, convenience, quota, judgment or purposive, 
and snowball (Health Knowledge 2020). When the team is formed with 
which the practitioners will be working, the practitioners should also de-
velop a timeline and feedback process for the assessment (McLean 2006). 
They must understand “who is to receive the feedback, who will deliver it, 
and how it will be delivered” (65) before moving on to the Assessment and 
Feedback step. 
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Step 3: Assessment and Feedback 

The important goals of assessment and feedback step are to pinpoint chal-
lenges (problems), prioritize the relative importance of the challenges, de-
termine strategies or approaches (solutions) to address the challenges, 
prioritize the relative importance of the solutions, and finally, elaborate how 
the participants work together and achieve results. This step consists of as-
sessment (also known as diagnostic) and feedback. 

The primary aim of the assessment step is to provide the OD practitioners 
and other stakeholders with data and a clear basis for decisions about what 
OD interventions are appropriate going forward. As mentioned in the pre-
vious section, common assessment approaches are observation, secondary 
data, one-on-one interview, group interview, and questionnaire/survey. 
Based on the approaches used, the data collected may be qualitative or 
quantitative in nature. Data must be reliable and valid before being analyzed. 
Quantitative data analysis methods can be descriptive (e.g., mean, median, 
mode, percentage, frequency, range) or inferential (e.g., correlation, regres-
sion, analysis of variance). Popular qualitative data analysis methods are 
content analysis, narrative analysis, discourse analysis, and grounded theory. 

After collecting and analyzing data, the practitioners usually prepare a 
report and share the findings. Feeding back the diagnostic results to appro-
priate stakeholders is perhaps the most important task in this step. McLean 
(2006, 97–99) raised a few questions OD practitioners should answer when 
feeding back the results:  

▪ Who should provide and receive the feedback?  
▪ What should be the feedback format?  
▪ What should be included in the feedback? 

To establish an effective feedback process, practitioners should be familiar 
with different types of workplace feedback and their properties or char-
acteristics. Inamdar (2019) classified workplace feedback into four categories: 
negative, positive, negative feedforward, and positive feedforward. Feedback 
about past behaviors that did not produce desired results is negative feed-
back. Positive feedback is about past behaviors that produced desired out-
comes. Negative feedforward and positive feedforward messages are usually 
prescriptive in nature. Negative feedforward messages help recipients avoid 
unwanted future behaviors, while positive feedforward messages are af-
firming comments about future behaviors. 
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Cummings and Worley (2015, 142–143) mentioned nine properties of ef-
fective feedback data. Effective feedback data should be relevant, under-
standable, descriptive, verifiable, timely, limited, significant, comparative, and 
unfinalized. OD practitioners should be aware of these properties when 
creating the content of feedback. They typically share feedback to organi-
zational stakeholders in a meeting or series of meetings. Feedback sharing 
meetings might cause anxiety in some participants and could result in de-
fensive behaviors from them. Therefore, practitioners should manage these 
meetings in such a way that constructive discussion can take place and 
problem solving can occur (2015). According to Cummings and Worley 
(2015), the most important objective of the feedback step is to make sure that 
the organization members own the feedback data. 

Step 4: Action Planning 

In the action planning step, the OD practitioners and participants work to-
gether to create action plans to implement the agreed-upon strategies or 
approaches (solutions) and address the challenges (problems). Having a well- 
thought-out action plan reduces the possibility of missing out on a critical task 
and saves time, energy, and resources in the long run. Thus, an action plan 
can increase efficiency, accountability, and credibility in the OD process. An 
action plan consists of a number of tasks, and each task should provide the 
following information:  

▪ What are the tasks?  
▪ Who will carry out each task?  
▪ By when will each task be completed?  
▪ What resources (e.g., financial, staff) are needed to complete each task?  
▪ Communication (who should know what?) 

Completeness, clarity, and recency are three basic characteristics of a well- 
rounded action plan. The action plan should contain all the necessary tasks to 
complete the project successfully. To ensure clarity, each task should contain 
the what, who, by when, what resources, and communication information. 
The action plan is always a “work in progress.” The tasks should reflect the 
most recent work conditions and anticipate newly emerging barriers or 
challenges. Table 3.2 illustrates an action plan example used by the author in 
the past. 
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The importance of creating a well-rounded action plan cannot be over-
emphasized. The next OD process step (Intervention) should not commence 
until the action plan is created and agreed on. Athuraliya (2020) outlined six 
easy steps explaining how to write an action plan. These steps are as follows:  

▪ Define the end goal using SMART criteria (Specific, Measurable, 
Attainable, Relevant, and Timely).  

▪ List all the tasks to be completed to achieve the end goal.  
▪ Prioritize the tasks, and set a deadline for each task.  
▪ Set milestones—intermediary goals leading up to the end goal.  
▪ Identify the resources available and needed to complete each task.  
▪ Visualize the action plan as a table, flowchart, or Gantt chart. This 

document should be shared with the project sponsor, stakeholders, and 
other participants as needed.  

▪ Monitor, evaluate, and update the action plan as needed. 

Step 5: Intervention 

The intervention step is about implementing the changes that have been 
planned and agreed upon during action planning. Cummings and Worley (2015, 
157) defined an intervention as “a sequence of activities, actions, and events 
intended to help an organization improve its performance and effectiveness.”  
To successfully complete this step, OD practitioners should understand what 
effective interventions are and how to design effective interventions. 

According to Cummings and Worley (2015), there are three criteria of ef-
fective interventions. First, the extent to which the intervention is relevant to 
the organization. Second, the degree to which the intervention is based on 
valid knowledge of outcomes. Third, the extent to which the intervention 
increases the organization’s change management ability. Cummings and 
Worley (2015, 164–173) also mentioned two sets of contingencies that can 
affect design of effective interventions—“contingencies related to the change 
situation” and “contingencies related to the target of change.” Contingencies 
related to the change situation are individual differences among organization 
members, organizational factors, dimensions of the change process itself, 
national culture, and economic development. Contingencies related to the 
target of change are about organizational issues (e.g., strategic issues, human 
resource issues) and organizational function at different levels (e.g., 
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individual, group, organization, and transorganization). Success of interven-
tions depends on these two contingencies. 

OD interventions can be aimed at different levels: individual, small group, 
intermediate-sized, large scale, industry-wide, and community. There are 
many examples of individual interventions (McLean 2006): T-groups, 
coaching, mentoring, self-awareness, training and development, leadership 
development, multirater (360-degree) feedback, job description and design, 
conflict management, action learning, etc. Intervention with small groups 
usually consist of less than 15 members (French & Bell 1999). Commonly used 
interventions for small groups are about improving team building, commu-
nication and trust, group collaboration, and diversity awareness. The 
intermediate-sized interventions are for the people assigned in a group which 
is larger than a team but smaller than an organization or a department. 
Interventions between two or more groups may be considered as 
intermediate-sized interventions. Large-scale intervention is an approach for 
“organising [sic] sustainable changes with active involvement of stakeholders 
throughout the whole system” (“Large Scale Interventions English” n.d.). 
Industry and community-level OD interventions can respectively impact an 
entire industry or a particular geographic area. The rest of the book will 
elaborate on each of these interventions at greater length. 

We learned from the previous section that action planning process in-
cludes involving key stakeholders, evaluating and prioritizing relevant data, 
agreeing on the changes to be made, developing a change strategy, and 
clarifying roles and responsibilities (Warrick 2016). The following section il-
lustrates six recommendations, also offered by Warrick (2016, 189), that OD 
practitioners can practice for a successful intervention step.  

▪ Keep the big picture in mind. 
⸰ Focus on the change goals. 
⸰ Take a system approach to change.  

▪ Use a sound change management plan. 
⸰ Use an action-planning change model. 
⸰ Build a good feedback mechanism to detect unsolved issues, dis-

couragement, or lack of trust.  
▪ Adapt action plan and interventions to changing conditions. 
⸰ Be knowledgeable of the changing conditions. 
⸰ Use feedback mechanism. 
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▪ Keep people engaged. 
⸰ Involve senior leaders in the change process. 
⸰ Communicate and celebrate progress. 
⸰ Recognize and value group members’ efforts.  

▪ Identify and manage resistance to change. 
⸰ Communicate persuasive reasons for change. 
⸰ Use assessment data to encourage change. 
⸰ Involve key stakeholders.  

▪ Follow through and learn from the implementation process. 
⸰ Assess what has been accomplished. 
⸰ Evaluate what is yet to be accomplished. 
⸰ Acknowledge when there is a failure. 
⸰ Document lessons learned. 

Steps 6, 7, and 8: Evaluation, Adoption, and Separation 

Evaluation tracks results against objectives or intentions (Rothwell & Jones 
2017). The evaluation step may take place on an ongoing basis throughout 
the intervention (formative evaluation), at the end of the intervention (sum-
mative evaluation), or periodically over time after the completion of the in-
tervention (longitudinal). 

Formative evaluation is typically done by observation, discussion, ques-
tioning, process evaluation, self-evaluation, and peer evaluation. McLean 
(2006, 307–315) listed several approaches to summative evaluation: repeating 
the same assessment that was used during the assessment step, return-on- 
investment model, Kirkpatrick’s four levels of training evaluation (reaction, 
learning, behavior, and result), balanced scorecard, control group experi-
ment, and systems perspective evaluation. The following are a few benefits of 
evaluation: 

▪ Evaluation shows the progress made toward intervention goals and ob-
jectives. Evaluation also provides the ability to determine what inter-
vention approaches are most effective. 

▪ It provides ongoing assessment of intervention design and implementa-
tion to identify areas of improvement.  

▪ It demonstrates economic or human impact. 
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▪ It provides the foundation for interpreting an organization or interven-
tion’s worth to its stakeholders.  

▪ It informs project sponsors and other stakeholders about intervention 
successes. 

▪ It gives managers the performance information to make better opera-
tional decisions.  

▪ It identifies needs not fulfilled and allows for the development of new 
interventions to serve those needs. 

Adoption means that the changes are institutionalized (McLean 2006) and 
changes become part of the organization’s normal operation (Cummings & 
Worley 2015). Successful adoption also means that team members are gra-
dually taking over the roles of the practitioners. There is more than one way 
to do that. For instance, the team leader may take over the role and facilitate a 
discussion at the end of each meeting to draw attention to how well the team 
worked together during the meeting to achieve results and how the team 
might improve in the future. As another example, one team member might be 
assigned to play the practitioner’s role by the team leader and then, at 
meeting’s end, to facilitate a team conversation on how well the team 
performed. 

The adoption step is usually carried out only if the evaluation step finds 
that the OD intervention was successful. McLean (2006) mentioned two fac-
tors influencing the adoption process: the degree of joint efforts of the 
practitioners and the clients in carrying out the OD intervention, and the 
degree of the client organization’s involvement throughout the intervention 
process. Cummings and Worley (2015, 222) presented a framework that 
identified three factors affecting adoption and institutionalization of OD 
changes: organization characteristics, intervention characteristics, and in-
stitutionalization processes. Organization characteristics include congruence, 
stability of environment and technology, and unionization. Intervention 
characteristics are goal specificity, programmability, level of change target, 
internal support, and sponsorship. Examples of institutionalization processes 
are socialization, commitment, reward allocation, diffusion, and sensing and 
calibration. Cummings and Worley (2015) also offered five indicators of in-
stitutionalization of changes: knowledge, performance, preferences, norma-
tive consensus, and value consensus. Finally, adaptability, flexibility, and 
ongoing feedback are essential for the adoption step to be successful, 

Quite often the ultimate test of adoption centers around separation. Will 
the changes persist once the OD practitioners leave? If the answer is “yes,” 

Implementing the OD Intervention Model ▪ 49 



then a change in group norms occurred; if the answer is “no,” then the change 
was not effective. Separation is the final step of the action research model. In 
this step, the practitioners leave the OD change initiative. 

There are many reasons an OD practitioner might leave a project: suc-
cessful completion of the project, a better job offer, budget cuts, downsizing, 
a merger and acquisition, dissatisfaction with the project, or dissatisfaction 
with the practitioner's performance (McLean 2006). Whatever may be the 
reason, it is important that the separation step is carried out amicably, ethi-
cally, and in a professional manner by all the parties involved. One of the 
most important goals when separating from a project is not to “burn any 
bridges.” In this light, depending on circumstances, the practitioner should try 
to address the following questions before the separation step completes:  

▪ What is in your contract with your client? Are there legal ramifications for 
ending the contract?  

▪ What will be the impact on your client? Can the client be successful and 
work independently after you leave?  

▪ How would you transfer knowledge and skills to your client?  
▪ What documentation, guidelines, or advice have you prepared for the 

client before leaving?  
▪ What are the alternatives for your client?  
▪ How might this affect your reputation?  
▪ What can you learn from this situation? 

Key Lessons Learned 

This chapter elaborated on the steps of the OD change process using the 
ARM. The need for a change becomes apparent in the entry step. A need is 
identified and someone (usually the sponsor) searches for a person who is 
skilled enough to examine the problem or facilitate change (the OD practi-
tioner). In the start-up step, the OD practitioner gets into the scene, works to 
describe issues surrounding the problem, and tries to secure commitment to 
an intervention or change effort. The practitioner conducts assessments, 
collects details about the problem, and feeds the results back to the client in 
the assessment and feedback step. The practitioner then works jointly with 
management and other stakeholders to formulate an action plan. During the 
intervention step, the practitioner helps to implement the action plan, and the 
change process is carried out. In the evaluation step, the practitioner assists 
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the client to evaluate the intervention’s progress and success. If adopted 
successfully, the changes are institutionalized and become part of the client’s 
normal operation. Finally, the practitioner leaves the change process when 
the separation step concludes. 

Discussion Questions  

1. What specific questions should an OD practitioner ask in each step of 
the ARM?  

2. Explain what an open and closed client system is. What interventions 
should OD practitioners use to test for their client’s degree of openness to 
learning?  

3. What roles should OD practitioners play to successfully complete the 
action planning step? Do you think OD practitioners require different 
roles in different steps of implementing a change project? Explain.  

4. What are the biggest challenges of OD practitioners in carrying out an OD 
change project? How can they overcome these challenges?  

5. What are the benefits and challenges of formative, summative, and 
longitudinal evaluation?  

6. What other advice would you offer to the OD practitioner and the client 
to better adopt and institutionalize an OD change effort?  

7. This chapter listed several questions OD practitioners should address 
before the separation step ends. What considerations should the clients 
address in the separation step? 
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Overview 

This chapter discusses assessment instruments typically used for individual- 
focused organization development (OD) interventions and will cover the 
following areas:  

▪ Individual differences: Personality, temperament, and traits  
▪ Use of individual-focused assessment in OD interventions  
▪ Common personality assessments and inventories  
▪ Choosing assessment instruments  
▪ Assessment reliability and validity  
▪ Ethical considerations 

The landscape of assessment instruments, personality tests, and inventories is 
extensive. “The $500-million-a-year industry has grown by about 10% annually 
in recent years” (Meinert 2015). In the field of OD, assessment instruments and 
inventories are one of many tools that can serve as a foundational source of 
information used to support a client in achieving an expressed goal or to in-
crease awareness. Instrument-guided development in individual interventions 
allow the OD practitioner to tailor the client engagement based on an in-
dividual’s personality, strengths, and development areas. 

Individual Differences: Personality, Temperament,  
and Traits 

OD interventions typically include some form of data collection. “Most of the 
data collection methods used in OD aim to elicit two things: the correct kind 
of data, and data that will increase the commitment of the people in the or-
ganization” (Cheung-Judge & Holbeche 2015, 82). For individual-based OD 
interventions assessment instruments are often the primary source of data. An 
individual intervention is an OD method for change that is person-focused. 
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Examples include counseling/coaching, training, individual goal setting, 
performance appraisal systems, statistical process control, job descriptions, 
values clarification, life and career planning, people-policy development, 
procedure manuals, and process improvement (Rothwell et al. 1995). 
Individual interventions can also include work redesign, Gestalt OSD, and 
behavior modeling (French & Bell 1999). 

The foundation to individual interventions in OD is a basic understanding 
of individual differences grounded in the concepts of personality, tempera-
ment, and traits. The human personality has a number of facets. In fact, “[t]he 
Big Five personality traits are the most basic dimensions that shape the 
structure of human personality and underlie the regularities in people’s 
thinking, feeling, and behavior” (Löckenhoff & Costa 2007, 115). The Big Five 
Personality Traits are the “dimensions that shape the structure of human 
personality and underlie the regularities in people’s thinking, feeling, and 
behavior … [on a] continuum between two extreme poles: Neuroticism (vs. 
Emotional Stability), Extraversion (or Surgency), Openness to Experience (also 
called Culture or Intellect), Agreeableness (vs. Antagonism), and 
Conscientiousness” (Löckenhoff & Costa 2007, 115). Moreover, “[p]ersonality 
is structured hierarchically; at the broadest or domain level are the Big Five, 
and below them, at a lower level of generality, are narrower traits or facets” 
(Löckenhoff & Costa 2007, 115), and “[a]ll people, regardless of gender, age, 
or culture, share the same basic personality traits, but people differ in their 
relative standing on each of the traits” (Löckenhoff & Costa 2007, 115). 

Personality traits “describe individual differences in human beings’ typical 
ways of perceiving, thinking, feeling, and behaving that are generally con-
sistent over time and across situations” (“Trait Theory” 2008, 425). They are 
also “the primary unit of personality description, [and] are relatively enduring 
ways in which individuals differ” (Lanning 2008, 722). There is a distinction 
between personality traits and an individual’s temperament, which “refers to a 
set of stable, biologically based individual differences in reactivity and reg-
ulation, often present during infancy but malleable to internal and external 
changes across the life span. It reflects the foundational components of 
personality in humans and other primates and social animals” (Swanson & 
Putnam, 2019, 872). 

More often than not personality assessments are the diagnostic instruments 
of choice in individual interventions. “Personality assessment, in its broadest 
sense, includes any technique that is used to describe or make inferences about 
the characteristic traits, attitudes, beliefs, values, needs, motives, emotional 
states, coping styles, or aspirations of an individual” (Lanning 2008, 721).  
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These assessments also employ the use of personality inventories, which “are 
questionnaires that provide scores on a number of traits or characteristics. 
These measures typically take 30 to 75 minutes to complete and are intended 
for administration to adults” (Lanning 2008, 724). 

Use of Individual-Focused Assessment in  
OD Interventions 

The field of OD has foundational approaches that can be applied across in-
terventions. “All OD programs have three basic components: diagnosis, action 
and program management. The diagnostic component represents a con-
tinuous collection of data about the total system, its subunits, its processes, 
and its culture” (French & Bell 1999, 105). In fact, diagnosis begins with a 
focus on what has been expressed as an area of concern. OD practitioners 
need to determine an individual’s/system’s strengths, problem areas, un-
realized opportunities as well as any discrepancy between a desired future 
state with the current state (French & Bell 1999). When applied to individual- 
focused interventions such as coaching, counseling, life and career planning, 
education and trainings for knowledge and skill development, work redesign, 
behavior modeling, or Gestalt OSD, assessment instruments are often the first 
and primary diagnostic tool used to provide insight into a client’s personality 
and preferences, as well as an individual’s or organization’s strengths and 
development areas. In fact, “[a]ssessment data are vital to human resource 
management and thus have to be valid, reliable, and objective in the first 
place to sustain all personnel decisions that are taken” (Hornke 2003, 89). We 
will discuss assessment validity and reliability later in this chapter. It’s worth 
mentioning that “[o]ne approach to systematize assessment in applied fields in 
general, and of work and organization in particular, is to take an Individual, 
Group, or Organizational perspective” (Hornke 2003, 88). This chapter will 
focus on the individual perspective, namely personality-based tests (instru-
ments) used to provide an understanding of an individual’s strengths and 
development areas. 

Instrument-guided development in individual-based OD interventions are 
used by a number of stakeholders that have particular terminology when 
referring to the tools used. “Human resources personnel, coaches, psychol-
ogists, and instructional designers call corporate personality tests ‘assess-
ments.’” Moreover, “[t]ests of honesty or integrity usually are referred to as 
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‘personality surveys.’ These types of assessments also can be labeled ques-
tionnaires, indicators, classifiers, sorters, or profilers” (Hart & Sheldon 2007, 16). 
These assessment instruments are unified in purpose: “to provide self-insight, 
explore values, and reveal habits of how people take in information, process 
data, and make decisions” (16). It’s also important to mention that many of 
these assessments are what are referred to as self-report instruments or self- 
report tests. “[S]elf-report tests … rely on information that you are willing to 
provide … [and] because they are self-report tests, you are unlikely to learn 
anything about yourself that you didn’t already know” (Janda 2001, 5). This is 
significant and should be kept in mind when sharing results with assessment 
takers who might disagree with results. 

Hart and Sheldon (2007) inform us that personality tests are given for three 
reasons. First, to reduce financial risks when selecting new hires. Second, as a 
way of identifying areas for improving team-building and decision-making 
skills of time-pressed executives. Third, to leverage it for screening out in-
dividuals that may be prone to violence in the workplace. Hornke (2003) 
highlights “assessment of an individual does not stop at job entry. Any job 
confronts incumbents with a variety of minor and major challenges. One of 
these is to learn to function well at a certain position. Thus learning gains or 
developing several competencies are of interest to assessors” (89). In fact, 
employers rely on assessments “to reduce risk, wasted time, and fiscal in-
securities related to human resources. Abilities tests, often given along with 
personality profiles, measure abstract reasoning measures and cognitive in-
telligence. Abilities tests measure job skills and/or intellectual reasoning 
abilities or “critical thinking” (Hart & Sheldon 2007, 83). 

While many organizations find value in the use of assessments “[m]ost 
organizational psychologists agree that the majority of corporations are not 
consistent in the types of tests they administer” (Hart & Sheldon 2007, 97). As 
noted earlier, organizations use assessment tests for a number of reasons. 
When it comes to the administration of those tests, “[m]ost personality tests in 
corporate settings are used for team-building, and the tests may be given by 
coaches, instructional designers, or members of the HR department” (Hart & 
Sheldon 2007, 17). It’s worth noting that in the field of OD “[s]elf-diagnostic 
surveys are widely used in human relations training and in laboratory training 
settings … For successful intervention, the consultant must have expertise in 
the use of a particular instrument” (French & Bell 1999, 249). Therefore, 
having an unqualified person interpret assessment results can be highly 
detrimental to the assessment taker. It is recommended that each group 
member or group leader have his or her individual assessment results 
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reviewed on a one-on-one basis with someone qualified to administer and 
review the assessment outcomes. Moreover, it’s also important to inform the 
assessment taker how his or her results will be used or shared based on or-
ganization expectations. Another important area to highlight by way of cau-
tion is what French and Bell refer to as a “dysfunctional aspects of using 
instrumented training techniques in OD [which] happens when an OD con-
sultant lets his or her ‘kit bag’ of diagnostic surveys drive the selection of 
interventions” (French & Bell 1999, 249). Given this tendency to lean on the 
familiar, it is imperative the practitioner and organization sponsors exercise 
flexibility in selecting assessments that are appropriate for the situation/data 
points of interest rather than using what is comfortable or readily available. 

The use of assessment instruments in grounded in the hope for different 
outcomes. In fact, results of the assessment can lead to “improvement of the 
interaction with the individual and the work place by considering human 
factors for improved functioning, by motivating the individual, by designing 
up to date remuneration schedules, by considering aptitude treatment inter-
actions in designing effective training programs” (Hornke 2003, 89). At the 
end of the day, “psychological assessment is a work-life-long companion 
activity which serves the individual and the organization in order to fruitfully 
monitor the interaction between both of them” (Hornke 2003, 89). 

Many OD professionals have retained certifications in any number of as-
sessment instruments and present the use of those assessments as a potential 
individual-intervention. You’ll find more on ethical considerations with as-
sessment instruments later in this chapter, which highlight the importance of 
certification/qualification in the use of an instrument. It is worth mentioning 
that practitioners presenting the use of assessment instruments should also 
determine how and with whom results will be shared. 

Instruments Used for Individual-Based OD 
Interventions: Common Personality Assessments  
and Inventories 

Assessment instruments used in corporate settings typically measure the fol-
lowing: “honesty (integrity), anger management, entrepreneurial aptitude, 
stress tolerance, leadership, cognitive intelligence abilities (IQ), emotional 
maturity, personality preference and profiling, extroversion, aptitudes, atti-
tudes (race relations or beliefs), blind spots … decision-making ability, 
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neuroticism, performance, speed recognizing individual differences, openness, 
reliability, conscientiousness, and agreeableness” (Hart & Sheldon 2007, 25). 
When it comes to roles based on organization hierarchy “[e]xecutives are given 
more personality assessments than entry-level applicants, but entry-level ap-
plicants take more tests of integrity/honesty and job-skill performance …  
[In fact,] measuring decision-making ability and personality profile stand out in 
personality assessments when testing potential leaders, managers, and execu-
tives. Corporate testing for a particular trait is widely used to improve pre-hiring 
decisions” (Hart & Sheldon 2007, 25). 

If one were to perform an online search for assessment instruments, the 
results would be quite extensive. When it comes to assessment instruments 
that are commonly used for individual-based interventions, it depends on the 
practitioner. See Table 4.1 for a list of five assessments that cover personality 
preferences, talent identification, career exploration, interpersonal needs, and 
conflict. It may be helpful for OD practitioners to explore the Mental 
Measurements Yearbooks published by Buros Center for Testing. These books 
help practitioners to choose among a vast array of standardized tests as well 
as the latest assessments and instruments in a number of social science fields. 

Choosing Assessment Instruments 

To choose an assessment instrument, ask and answer questions based on the 
categories noted in Figure 4.1. 

History and Reliability  

▪ What is the history of this instrument? What was it designed to do?  
▪ What research (if any) has been done to see if the assessment is reliable 

and valid? (more on this in the next section) 

Training, Resources and Cost  

▪ Is there training required? If so, how long is the training, and much would 
it cost?  

▪ Are resources available for you and your clients?  
▪ Are resources available in print and online?  
▪ How much will it cost you to administer the assessment? 
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Table 4.1 Common Assessment Instruments     

Instrument Name Description of Instrument Empirically 
Validated?  

Myers-Briggs Type 
Indicator (MBTI ®)   

▪ A preference-based self-report instrument 
influenced by Carl Jung’s theory of 
psychological type. There are 16 
personality types based on combinations 
of preferences regarding an inner or outer 
world, how information is taken in, how 
decisions are made, and openness to new 
information.  

▪ Uses include: personality preferences, 
career choice, learning, and personal 
growth 

No 

16PF Questionnaire (16 
Personality Factors)   

▪ An empirically validated personality 
instrument designed for use in 
business to identify potential, 
suitability, and development areas.  

▪ Uses include: talent identification, 
defining competencies, leader 
development, hiring decisions, and 
culture fit 

Yes 

Strong Interest 
Inventory® (Strong)   

▪ A career and leisure interests-focused 
assessment to identify a work 
personality in 30 areas of interest, and 
ranks 5 or 10 occupations from a list of 
260 roles. The assessment measures 
interests in four categories: General 
Occupational Themes, Basic Interest 
Scales, Personal Style Scales, and 
Occupational Scales  

▪ Uses include: selecting a college major, 
career choice, career development, 
employee engagement, re-entering the 
workforce. 

Yes 

The Fundamental 
Interpersonal 
Relations Orientation- 
Behavior (FIRO-B®)   

▪ A self-report instrument that helps with 
relationships in the workplace, 
specifically identifying the behaviors 
and needs that shape interactions. 

Yes   

▪ Uses include: measuring interpersonal 
behavior needs, personal 
development, communication 
workshops, career development, team 
building, management development, 
building trust, conflict management. 

(Continued) 
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Personal Comfort and Usefulness  

▪ Do you like the instrument?  
▪ Are you comfortable with the assessment, and can you easily explain it to 

clients?  
▪ How will using this instrument support your clients’ needs?  
▪ Will this assessment instrument help to support the work you do? 

TABLE 4.1 Common Assessment Instruments (Con't.)    

Instrument Name Description of Instrument Empirically 
Validated?  

Thomas-Kilmann 
Conflict Mode 
Instrument (TKI®)   

▪ A preference-based self-report instrument 
that measures preferred responses to 
conflict and associated outcomes. There 
are five conflict styles along two 
dimensions: assertiveness and 
cooperativeness. 

Yes   

▪ Uses include: conflict management, 
communication workshops, personal 
development.    

Training,
Resources and

Cost

Personal
Comfort and
Usefulness

History and
Reliability

Figure 4.1 Evaluation Categories for Assessment Selection.  
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Assessment Reliability and Validity 

The issue of reliability and validity can have more or less significance to an 
OD practitioner depending on his or her training and client interests. “To 
yield useable data, surveys, assessment tools, and other data collection 
instruments need to be both reliable and valid. Reliability is a measure of 
the degree to which such instruments consistently measure a characteristic 
or attribute” (Wienclaw 2014, 32). “Reliability can be estimated through the 
use of parallel forms of the instrument, repeated administration of the same 
form of the instrument, subdivision of the instrument into two presumably 
parallel groups of items, and analysis of the covariance among the in-
dividual items” (35). Validity, on the other hand, is “the degree to which a 
survey or other data collection instrument measures what it purports to 
measure. A data collection instrument cannot be valid unless it is reliable” 
(Wienclaw 2014, 35). In other words, the best assessment instruments not 
only measure what they say they measure, but do so every time the in-
strument is used. 

The question then becomes, do OD practitioners need to limit their 
selection and only use instruments that are both reliable and valid? The 
answer will be rooted in your client’s expectations, your trust in the results 
of an instrument, and your level of comfort using an instrument. If you 
choose to use an instrument that has no documented empirical research to 
support its validity or reliability, it’s also important to set the expectations 
with the client by explaining what the results will mean and why you use 
the instrument. 

Ethical Considerations 

Ethical issues are pervasive in every discipline. For OD practitioners 
choosing to use assessments to support their work, it is important that the 
practitioner only administer assessments that he or she is qualified to do so. 
Qualifications can be attained by earning a specific degree, attending a 
training workshop from the assessment provider, or simply following the 
directions outlined. Tremendous harm can be done to a client and the field 
of OD when a practitioner provides erroneous assessment results and/or 
conveys the results in ways that are insensitive. To help mitigate these risks, 
it is highly advisable that the OD practitioner not only obtain training for 
each instrument that he or she plans to use, but also “take” the instrument 
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and have a debrief conversation with a qualified assessment provider. 
Doing so will bridge the theoretical understanding of the assessment in-
strument with the practical use of it. 

Business Case 

As the newest member of the c-suite, Robert, a senior executive in the media 
and advertising industry, struggled to bring his voice into the room and was 
reluctant to challenge his colleagues. After only 1-year in his role, the CEO 
informed him of his need to get it together before the end of the year and 
asked the VP of Human Resources to intervene. 

The following describes some of the steps taken as part of Robert’s in-
dividual intervention: 

Step 1: Entry 

Robert’s issues with communication were observed by the CEO of the orga-
nization during executive meetings. Those observations were discussed with 
the VP of Human Resources, who was tasked with identifying ways to help 
Robert improve his communication skills and credibility with his peers. The 
VP of Human Resources determined that executive coaching was the best 
approach since it would provide Robert with external objective support, the 
opportunity to be open in ways that he might not otherwise be able to within 
the organization, and the accountability needed to improve. 

Step 2: Start-Up 

After identifying a short-list of International Coach Federation (ICF) cre-
dentialed executive coaches, the VP of Human Resources scheduled 
meetings with Robert and each coach so that he could select the individual 
he was most comfortable with. In his initial meeting with his chosen coach, 
they discussed his understanding of why coaching was requested, his ex-
pectations, initial goals, a potential timeline, and the coach’s approach. 
There were also separate meetings with the VP of Human Resources to 
confirm any additional expectations and to define parameters around 
communication and confidentiality, which were outlined in the 
consulting contract. 
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Step 3: Assessment and Feedback 

The executive coach gained insight about Robert’s challenges from four key 
stakeholder groups: Robert, the VP of Human Resources, the CEO, and his 
peers. Additional information was gathered through emails, calls, assessment 
reports, and observation. A series of several meetings were scheduled be-
tween the stakeholders and the coach, as well as assessment debrief meetings 
with Robert to gain a robust picture of the current state Robert’s impact and 
influence in the organization. 

Step 4: Action Planning 

Robert identified short- and long-term goals for his coaching sessions based 
on feedback provided from stakeholders and his assessments. Those goals 
were integrated into his development plan. The timelines were negotiated 
between Robert and the CEO based on other objectives and performance 
expectations outlined for Robert that year. Final timeline agreements were 
shared with the executive coach. 

Step 5: Intervention 

While there were several assessment interventions used to support Robert’s 
coaching engagement, a 360-degree feedback/multi-rater assessment will be 
highlighted in this case. Using a 360-degree feedback process can create a bit 
of anxiety for the leader because they will be evaluated by people they work 
with, including their manager, peers, employees, and sometimes clients. 
However, when leveraged correctly, a 360-degree feedback process will help 
to identify an individual’s blind spots, as well as specific and actionable areas 
to improve effectiveness. 

This instrument-guided assessment will provide Robert anonymous feed-
back from multiple stakeholders across and, if appropriate, external to his 
organization. The description shared in Table 4.2 is by no means prescriptive, 
but only lists the general steps taken in administering a 360-degree/multi-rater 
assessment. OD practitioners are admonished to obtain the appropriate cre-
dentials within the parameters of their places of residence and practice to 
provide accurate assessment and interpretations of a 360-degree/multi-rater 
inventory to clients and maintain a positive reputation for themselves and the 
field at large. Bear in mind that the OD practitioner should be prepared to 
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Table 4.2 Typical Steps Taken When Using a 360-Degree/Multi-Rater 
Assessment Tool     

Step Action Responsibility  

1 Determine the stakeholder scope: Sponsor and OD 
Practitioner   

▪ Identify who in the organization and external to 
the organization will complete the 360-degree/ 
multi-rater assessment.  

▪ Ensure there is a broad representation across the 
hierarchy of the company and the relationships 
(e.g., peers, manager, clients/customers, external 
contacts). 

2 Outline communication expectations and answer: Sponsor and OD 
Practitioner   

▪ How will the 360-degree/multi-rater assessment 
be shared with stakeholders?  

▪ When will the assessment period begin and close?  
▪ Who will receive the final reports?  
▪ What are the expectations around confidentiality?  
▪ Who will draft the communication email(s) (if 

needed) to the stakeholders participating in the 
360-degree/multi-rater assessment? 

3 Select a 360-degree/multi-rater assessment: OD Practitioner   

▪ Identify an assessment that meets the scope of 
what is requested by the sponsor, and obtain 
qualifications to administer it, or  

▪ Make the case for the use of a 360-degree/multi- 
rater assessment that the OD practitioner is 
currently qualified to administer. 

4 Discuss the assessment process with the client: OD Practitioner   

▪ Schedule a meeting with the client to review the 
assessment process, general expectations, and 
timelines, and provide an opportunity to address 
any client concerns.  

▪ Share sample questions or a sample report of 
what the client can expect when the process has 
ended, including who else would be receiving the 
report. 

5 Draft the communication messages: Sponsor and OD 
Practitioner   

▪ A Message that It’s Coming: Write an email 
informing the stakeholders about the 360- 
degree/multi-rater assessment that will be coming 
in (x-days/weeks) and whom they can contact with 
questions. 

(Continued) 
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TABLE 4.2 Typical Steps Taken When Using a 360-Degree/Multi-Rater 
Assessment Tool (Con't.)    

Step Action Responsibility   

▪ A Message that It’s Here: Write an email that will 
be sent with the distribution of the 360-degree/ 
multi-rater assessment, including the timeline for 
completion.  

▪ A Reminder: Write an email that will be sent as a 
reminder when there are stakeholders who 
haven’t completed the assessment (note: 
sometimes the 360-degree/multi-rater assessment 
will do this automatically after a certain time 
frame).  

▪ A Thank You. Draft an email to thank the 
participants once the process has ended. 

6 Coordinate the distribution of the assessment: Sponsor and OD 
Practitioner   

▪ Typically, the Human Resources department 
might either provide the email addresses of the 
stakeholders participating in the 360-degree/ 
multi-rater assessment that the OD practitioner 
can enter on the administrator side of the 
assessment site, or  

▪ In other instances, the Human Resources 
department will receive a link from the OD 
practitioner that was generated by the 360-degree/ 
multi-rater assessment provider that can be 
distributed on behalf of the OD Practitioner. 

7 Evaluate the results: OD Practitioner   

▪ Based on your training and familiarity with the 
selected 360-degree/multi-rater assessment, read 
all the responses generated in the report.  

▪ Identify positive trends and development areas. 

8 Prepare to share the results: OD Practitioner   

▪ Generate the report for distribution as agreed.  
▪ Consider how you will share the results such as 

what questions you will ask the client (e.g., What 
surprised you? What do you agree with? What 
stood out the most? Where do you see the most 
alignment?).  

▪ Consider how you will share the results 
with non-client stakeholders (if applicable),  
and be prepared to talk about what next  
steps will be with you and the client, and to 
receive feedback on actions desired by the 
sponsor. 

(Continued) 
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share best practices in each step outlined in Table 4.2 to support the sponsor/ 
decision-maker in making the most informed decisions. 

Step 6: Evaluation 

To ensure that the decision-makers are able to adequately assess the ef-
fectiveness of the 360-degree/multi-rater assessment as an intervention, it 
was important to provide detailed information on the process involved, 
what the assessment would provide, and the limitations in scope. Sharing 
sample reports was also helpful for the sponsor to anticipate the outcomes, 
which also served as a benchmark for evaluation. Finally, the action steps 
outlined from the 360-degree/multi-rater assessment and the integration of 
those actions into a development plan and current performance manage-
ment expectations helped the decision-makers determine the usefulness of 
the process. 

Step 7: Adoption 

Since this was an individual intervention that involved a limited number of 
stakeholders across the organization who provided feedback to Robert, the 

TABLE 4.2 Typical Steps Taken When Using a 360-Degree/Multi-Rater 
Assessment Tool (Con't.)    

Step Action Responsibility  

9 Develop an action plan: Client and OD 
Practitioner   

▪ Schedule a meeting with the client to focus 
on actions and next steps for the short and 
long term.  

▪ Based on communication expectations, share/ 
reiterate sponsor-determined actions.  

▪ Identify timelines and deadlines for each action.  
▪ Agree on timelines and methods for check-ins/ 

status checks. 

10 Check in: Sponsor, Client, 
and OD 
Practitioner   ▪ Based on an agreed timeline, check in with the 

client and/or sponsor on progress towards the 
action plan.  

▪ Agree to repeat the assessment in 12 to  
18 months. 

Instrument-Guided Development ▪ 69 



responsibility for the change rested with Robert. Through a series of meetings 
with the executive coach, the CEO, and the VP of Human Resources, he 
outlined actions to be taken in the short and long term such as: experimenting 
with new behaviors, building relationships with his peers outside of the 
periodic meetings that included the CEO, as well as taking the initiative to ask 
for feedback on his new behaviors. In between his experiments, he would 
continue coaching sessions to work through challenges that would arise and 
adapt actions accordingly. 

Step 8: Separation 

After a six-month engagement, Robert’s confidence increased as he began 
to receive positive feedback from the CEO and peers. He built relationships 
across the organization that made it easier to bring his voice into every 
space he entered, and he gained the courage to appropriately and asser-
tively challenge his peers in the presence of the CEO. The VP of Human 
Resources and the coach had met periodically during the course of the 
coaching engagement to discuss Robert’s progress, and when the sponsor 
felt that Robert had made sufficient improvement based on the feedback 
from the CEO, the coaching engagement ended based on the agreed con-
tract. In a final session with Robert, the coach inquired about his plans to 
sustain his growth, at which time Robert simply reiterated his commitment 
to continue to do what is working for the next 6-months. The coach 
scheduled a final meeting with the CEO and VP of Human Resources to 
discuss Robert’s progress and to inquire of their commitments (time, re-
sources, training, additional coaching etc.) to support his development over 
the next 18 months. Based on the agreed communication approach, those 
commitments were shared with Robert, and the executive coach ended the 
consulting engagement. 

Key Lessons Learned  

▪ OD interventions typically include some form of data collection.  
▪ The foundation to individual interventions in OD is a basic understanding 

individual differences grounded in the concepts of personality, tem-
perament, and traits. 
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▪ Assessment instruments used in corporate settings typically measure the 
following: “honesty (integrity), anger management, entrepreneurial ap-
titude, stress tolerance, leadership, cognitive intelligence abilities (IQ), 
emotional maturity, personality preference and profiling, extroversion, 
aptitudes, attitudes (race relations or beliefs), blind spots … decision- 
making ability, neuroticism, performance, speed recognizing individual 
differences, openness, reliability, conscientiousness, and agreeableness” 
(Hart & Sheldon 2007, 25).  

▪ While many organizations find value in the use of assessments “[m]ost 
organizational psychologists agree that the majority of corporations are 
not consistent in the types of tests they administer” (Hart & Sheldon 
2007, 97).  

▪ Having an unqualified person interpret assessment results can be highly 
detrimental to the assessment taker. 

Discussion Questions  

1. How has your personality and temperament changed over time? What 
has remained the same? To what do you attribute these changes? To what 
do you attribute the stability?  

2. What is your experience with assessment instruments? Do you believe 
the instruments you took were valid and reliable? What gives you that 
impression?  

3. Discuss advantages and disadvantages of using an assessment instrument 
that is both reliable and valid in lieu of one that is not? 

4. How important might it be for an OD practitioner to “take” the assess-
ment that he or she will administer to others? Explain.  

5. Given the impact of COVID-19 on social interactions, what changes if 
any might OD practitioners anticipate seeing in the results of inter-
personal assessments? (Table 4.3). 
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Tools 

Table 4.3 Checklist for Using a 360-Degree/Multi-Rater Assessment Tool       

Directions: Read this checklist to increase your awareness of areas to give attention 
when engaging in the use of a 360-degree/Multi-Rater Assessment Tool. 

Have you… Yes No 

⊠ ⊠ 

1 Determined the 
Stakeholder 
Scope   

▪ Identified who in the 
organization and external to the 
organization will complete the 
360-degree/multi-rater 
assessment?  

▪ Ensured there is a broad 
representation across the 
hierarchy of the company and 
the relationships (e.g., peers, 
manager, clients/customers, 
external contacts)? 

⃞ ⃞ 

2 Outlined 
Communication 
Expectations   

▪ Determined how the 360- 
degree/multi-rater assessment 
will be shared with 
stakeholders?  

▪ Determined when will the 
assessment period begin and 
close?  

▪ Agreed on who will receive the 
final reports?  

▪ Outlined what the expectations 
are around confidentiality?  

▪ Agreed who will draft the 
communication email(s) (if 
needed) to the stakeholders 
participating in the 360-degree/ 
multi-rater assessment? 

⃞ ⃞ 

3 Selected a 360- 
degree/Multi- 
rater Assessment   

▪ Identified an assessment that 
meets the scope of what is 
requested by the sponsor and 
obtained the qualifications to 
administer it?  

▪ Made the case for the use of a 
360-degree/multi-rater 
assessment that the OD 
practitioner is currently qualified 
to administer? 

⃞ ⃞ 

(Continued) 
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TABLE 4.3 Checklist for Using a 360-Degree/Multi-Rater Assessment 
Tool (Con't.)      

4 Discussed the 
Assessment 
Process with the 
Client   

▪ Scheduled a meeting with the 
client to review the assessment 
process, general expectations, 
and timelines, and provide an 
opportunity to address any 
client concerns?  

▪ Shared sample questions or a 
sample report of what the client 
can expect when the process has 
ended, including who else 
would be receiving the report? 

⃞ ⃞ 

5 Drafted the 
Communication 
Messages   

▪ Created A Message that It’s 
Coming: Wrote an email 
informing the stakeholders 
about the 360-degree/multi-rater 
assessment that will be coming 
in (x-days/weeks) and whom 
they can contact with questions?  

▪ Created A Message that It’s Here: 
Wrote an email that will be sent 
with the distribution of the 360- 
degree/multi-rater assessment, 
including the timeline for 
completion?  

▪ Created A Reminder: Wrote an 
email that will be sent as a 
reminder when there are 
stakeholders that haven’t 
completed the assessment (note: 
sometimes the 360-degree/multi- 
rater assessment will do this 
automatically after a certain time 
frame)?  

▪ Created A Thank You. Drafted an 
email to thank the participants 
once the process has ended? 

⃞ ⃞ 

6 Coordinated the 
Distribution of 
the Assessment   

▪ Checked in with the Human 
Resources department to 
confirm if they will provide the 
email addresses of the 
stakeholders participating in the 
360-degree/multi-rater assessment 
that the OD practitioner can enter 
on the administrator side of the 
assessment site?  

▪ Checked in with the Human 
Resources department to 

⃞ ⃞ 

(Continued) 
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TABLE 4.3 Checklist for Using a 360-Degree/Multi-Rater Assessment 
Tool (Con't.)      

confirm if they will receive a link 
from the OD practitioner that 
was generated by the 360- 
degree/multi-rater assessment 
provider that can distributed on 
behalf of the OD practitioner? 

7 Evaluated the 
Results   

▪ Read all the responses 
generated in the report?  

▪ Identified positive trends and 
development areas? 

⃞ ⃞ 

8 Prepared to Share 
the Results   

▪ Generated the report for 
distribution as agreed?  

▪ Considered how you will share 
the results such as what 
questions you will ask the client 
(e.g., What surprised you? What 
do you agree with? What stood 
out the most? Where do you see 
the most alignment?)?  

▪ Considered how you will share 
the results with non-client 
stakeholders (if applicable) and 
prepared yourself to talk about 
what next steps will be with you 
and the client, and to receive 
feedback on actions desired by 
the sponsor? 

⃞ ⃞ 

9 Developed an 
Action Plan   

▪ Scheduled a meeting with the 
client to focus on actions and 
next steps for the short and 
long term?  

▪ Shared/reiterated sponsor-deter- 
mined actions?  

▪ Identified timelines and dead- 
lines for each action?  

▪ Agreed on timelines and methods 
for check-ins/status checks? 

⃞ ⃞ 

10 Checked In   ▪ Based on an agreed timeline, 
checked in with the client and/ 
or sponsor on progress towards 
the action plan?  

▪ Agreed to repeat the assessment 
in 12 to 18 months? 

⃞ ⃞    
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Overview 

This chapter offers readers the elements of individual change intervention in 
organizations in the form of executive and management coaching as the first 
level of intervention. In this chapter, the readers will become familiar with 
definitions, distinctions, and processes of individual intervention, with some 
beneficial information about how executives or managers relate to employees 
and their productivity. Furthermore, this chapter covers some elements of 
self-realization and understanding of one’s behavior and thought processes 
while working as an individual managing an organization. Chapter 5 covers 
the following areas:  

▪ Definitions related to individual change intervention  
▪ Executives and managers understanding their behaviors and mindsets  
▪ Strategies or tactics needed for successful coaching intervention  
▪ Emotional intelligence at work  
▪ Appreciative inquiry and appreciative coaching as coaching instruments  
▪ Step-by-step approach to conduct a coaching intervention as a form of 

individual OD intervention 

It is fascinating when we notice our capacity to shift our thinking. Thinking is 
one of the key elements that distinguishes us from other species; it is our 
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ability to envision and to redirect our minds to our interests. Human history is 
full of brilliant minds who focused their thinking in a specific area and pro-
duced unprecedented results and incredible inventions, of which all of  
us are taking advantage (Bakhshandeh 2009). Is it possible that these people 
are different from us? Do they have more brain cells, different genes, or 
possess something significantly unique? We all know, there is nothing that 
genetically, biologically, or physically differentiates them from others, in-
cluding us, not even in their abilities, or in their life or professional circum-
stances! In most scenarios, they did not even have access to the internet, cell 
phones, or most up-to-date computers; in most cases, they did not have a 
college counselor or a personal trainer. I bet they did not have a café latte or 
even in many cases parents who were supportive of their education or de-
velopment (2009). What they did possess was the ability to think outside the 
box and be open to collaborating with others in their fields, welcoming novel 
ideas. Developing a productive and effective individual or team is not any 
different from building a new invention; it takes people who are creating new 
paradigms and committed to learning from others’ mistakes. 

It is not a mystery that individuals build organizations. These individuals 
form the executive team, management structure, departments, groups, and 
teams within their organizations. There is no doubt among professionals that 
without motivated, self-aware, and competent individuals as executives or 
managers who would effectively manage the workforce, no organization 
would survive the ineffective and unmotivated employees or the massive 
turnover that might be the end of such an organization. To accomplish such a 
worthy task, businesses and organizations go through many change inter-
ventions. Some are small as part of the day-to-day business processes, and 
some are larger, what we know as organization development (OD) or a form 
of change management. This chapter will shed light on the foundation and 
the very first level of OD and change intervention, the individual intervention 
or, in our case, the executives’ or managers’ change intervention, which given 
organizations and teams are made of individuals, has direct influence on an 
organization’s change, and ultimately the organization’s effectiveness. 

Definitions and Descriptions 

To assure understanding and provide clarity of the main terminologies in this 
chapter, we are underlining several definitions, descriptions, and distinctions 
of this undertaking: 
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Individual Intervention: Individual-level intervention is one of the most 
used interventions by organizations, given the fact that individuals have the 
most influence and impact on making or breaking organizations. Some of the 
individual interventions are on the area of recruiting new employees, training 
and development of employees, replacement/displacement of employees, 
and providing coaching or mentoring for employees (Burke 2018; 
Rothwell 2015). 

Executive Coaching: Executive coaching finds its place in leadership 
development programs within diverse industries around the world (Gan & 
Chong 2015). The executive coaching program is premeditated to transform 
executives’ personal and professional views beyond current success and give 
them the tools to re-invent themselves continuously. They will be trained to 
invent a future that will pull them forth and inspire them and others around 
them (Bakhshandeh 2002). 

Managerial Coaching: Among organizations, a managerial coaching 
approach to professional coaching is considered to be a forward motion 
leadership creativity that would enhance the manager, supervisor, and 
workforce relationship and empower strong mutual manager/supervisor and 
workforce exchanges (Hsieh & Huang 2018). 

First Level of OD Intervention: The Individual Change 

According to Rothwell et al. (2016), there are eight levels of organization 
change, which also define specialized professional OD practitioners involved 
with the change intervention. The first level is the individual-based change 
effort: a need to change among individuals. 

Given that the nature of this chapter is about the process of individual 
intervention, we are only emphasizing the first level, the individual-based 
change efforts. Rothwell et al. (2016) gives us a clear definition of OD. “OD is 
usually known to mean bottom-up change effort focused on improving the 
interpersonal relationships of employees. OD usually involves internal or 
external consultants to facilitate the change process. These consultants apply 
the practical aspects of psychology, sociology, anthropology, and political 
science to organizational challenges” (9). We can see the importance of in-
dividuals throughout this definition of OD. Individuals make up teams and 
organizations; that is why individual intervention is the first level of a change 
effort. Individual development will give rise to OD through executives and 
managers using coaching as a means to self-development, which ultimately 
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has a positive influence on their management and directing their staff, teams, 
and organization to a successful outcome. 

As part of behavioral coaching, professional and trained coaches use the 
model of Person-Centered Psychology which is based on what is known as 
“holding up a mirror” (Rothwell 2016) for the individuals to get to know 
themselves on a much deeper level and get present to the history of their 
behavior and attitude development through the years. This is a very effective 
approach to an individual’s self-awareness and self-realization because by 
conducting an inquiry with the coach’s support, they will see through 
themselves. This way, they always remember their own process of self- 
realization because it had not been imposed on them by someone else. 

What Is Coaching, and the Place of Coaching in the  
Business Environment 

There are diverse definitions of coaching by different professional associa-
tions. For example, the Association for Talent Development (ATD) defines 
coaching as “Applying a systematic process to improve others’ ability to  
set goals, take action, and maximize strengths” (ATD-Association for Talent 
Development 2014, 4), while the International Coach Federation (ICF)  
defines coaching as “Using an interactive process to help individuals  
develop rapidly and produce results, improving others’ ability to set goals, 
take action, make better decisions, and make full use of their natural 
strengths” (Arneson et al. 2013, 45). 

From this author’s point of view and based on his 27 years in the field of 
personal and professional development, he would define coaching as “A 
highly effective tool for individuals and organizations” (“Primeco Education” 
n.d.). To go further, he can describe and explain coaching as an intimate, 
non-linear, but systematic approach and inquiry into our own authenticity 
and relationship to reality. “It is for healthy, ambitious, brave and open- 
minded people who strive for excellence” (Bakhshandeh 2009, 35). 

Coaching is known, accepted, and widely used in many industries as a 
form of executive and manager coaching for OD individual interventions. 
Coaching is attracting attention in academic, scholarly, and professional 
practice-oriented articles, especially in HRD (Human Resources 
Development) management, change management, psychology, and training 
& development industries (Ellinger & Kim 2014). Coaching is also widely used 
by business consultants, performance consultants, and OD practitioners, 
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assisting organizations in realizing their visions, formulating and achieving 
their goals, and removing obstacles (Vidal-Salazar et al. 2012). 

Organizational Diagnosis Models and Relevancy 
to the Individual Intervention 

In any organizational diagnosis, either conducted by internal resources (ex-
ecutives and managers) or by external OD practitioners, the OD practitioner 
uses conceptual diagnoses models and employed diagnosis methods to 
evaluate the organization’s current situation and will determine approaches  
to resolve the pressing issues, enhance employees’ performance and pro-
ductivity, and help an organization to set new processors to empower HRD in 
the organization (Harrison 2005; Rothwell 2015). During this undertaking, 
they are always dealing with individuals, which makes individual intervention 
vital to the success of group/teams and organization-level interventions. 

On the Organization Level, the OD practitioner is examining human  
capital; the organization’s structure and hierarchy; HR and HRD practices; use 
of information technology; the organization’s policies and practices; and its 
environment, norms, and culture. 

On the Group & Team Level, the OD practitioner is examining the team 
format; team structure and hierarchy; team composition; relationship among 
the team and groups; team processes; their behavior, norms, and culture; the 
use of information and technology by teams; and HR & HRD policies con-
cerning teams and groups. 

On the Individual Level, the OD practitioner is examining individuals’ 
behaviors, attitudes, values, principles, beliefs and characteristics, interests, 
self-awareness, communication style, and motivations. 

The following diagnosis models are some of the popular models used by 
OD professionals to recognize an organization’s issues, including issues that 
might be caused by individuals. In this section, we briefly explain these 
models for you to see the vital role of individuals (executives, managers, 
supervisors, technicians, and workers) in all aspects of presented models. 

Individual and Group Behavior Model 

This model was originally designed by Michael I. Harrison in 1985 and through 
the years has been modified and used on many editions of Harrison’s work. 
According to Harrison (2005), this model’s elements include the following: 
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▪ Inputs: Human capital, material, financial, intangible.  
▪ Outputs: Goods, services, products, employees’ well-being and 

satisfaction.  
▪ Organizational behaviors and processes: Practices the 

organization has adopted to create outputs. 
▪ Technology: Equipment, tools, and systems that would trans-

form inputs into outputs.  
▪ Environment: Close environment, such as an organization’s 

competitors, customers, partners, suppliers, and investors. 
Remote environment, such as the political system, the 
economy, its social structures, and technological advances.  

▪ Culture: Society’s shared values, norms, beliefs, and behaviors. 
(Harrison 2005; French & Bell 1990; Rothwell et al. 2016).  

The Great Place to Work Model 

This model was designed by Michael Burchell and Jennifer Robin in 2011. 
According to Burchell and Robin (2011), this model includes the following 
elements of individual and group interactions and relationships:  

▪ Trust: Respect and fairness among the members of an organization.  
▪ Credibility: Open communication, competence, and integrity displayed 

by the members of an organization.  
▪ Respect: support, collaboration, and caring for one another displayed by 

individuals among the groups, teams, and organizations.  
▪ Fairness: Equality, impartiality, and justice in all levels of an organization.  
▪ Pride: Individual achievement, team performance, and the company’s 

status in the community.  
▪ Camaraderie: Intimacy, hospitality, and a sense of community in the 

workplace (Burchell & Robin 2011). 

SWOT Analysis 

This model was originally designed by Albert S. Humphrey in 1960. 
According to Gupta et al. (2014), this diagnosis model includes the following 
elements:  

▪ Strengths: Positive tangible and intangible attributes internal to 
an organization that are within the organization’s control. 
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▪ Weaknesses: Factors that are within an organization’s control 
that reduce from its ability to attain the desired goal. 

▪ Opportunities: External or internal attractive factors that re-
present the reason for an organization to exist and develop.  

▪ Threats: External or internal factors, which could place the 
organization’s mission or operation at risk.  
(Gupta et al. 2014).  

As you can see, without individuals’ efforts and influences, no organizations 
can achieve strengths and opportunities. At the same time, individuals can have 
a major influence on creating weaknesses and threats for the organization. 

Strategies or Tactics Needed for Successful Coaching 
Intervention 

During the process of coaching as an individual intervention, besides  
using OD as a platform for gathering data, professional coaches and OD 
practitioners are using several strategies and tactics to deepen their un-
derstanding of coachees. These processes will assist them to reveal and 
recognize some personal elements of their personalities and characteristics 
that would determine their behavior and attitudes. Some of these strategies 
are as follows. 

Self-Awareness Process 

This author is a complete believer that when we alter our thinking and behaviors, 
we are altering our lives and our directions. He believes that who we are, what 
we do, and the way we do it all depend on who we are for ourselves, and how 
we see ourselves in the world. When we keep relating to ourselves as the power 
we possess and the possibility that we are, we can generate anything in our lives 
(Bakhshandeh 2009). The view of ourselves and others will control our aware-
ness, and our awareness will become our new reality that naturally will de-
termine our actions (Bakhshandeh 2015). Many psychologists define self- 
awareness as having a clear understanding and view of our personality and its 
traits, such as weaknesses, strengths, attitudes, motivations, beliefs, and emo-
tions. The knowledge of our self-awareness gives us the access to create an 
opportunity to recognize and understand others, how they view us, how they 
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perceive our attitude, and how we respond to them (Wayne 2019; Rothwell 2015; 
Stevens 2009). The level and depth of the group’s self-awareness depend not 
only on their own awareness but also on the degree that they are consciously or 
intentionally hiding it from others. The self-awareness levels are as follows: 

Identified—In this level, individuals are aware of one’s emotions, thoughts, 
desires, attitudes, behaviors, and beliefs which are also known and understood 
by others. Being positive or negative, productive or damaging is not the point. 
The point is that they know them, and so do others around them in the per-
sonal or professional settings. This level considers an above-average level of 
self-awareness, given that individuals are able to recognize their emotions and 
are capable of controlling their thoughts and their actions (2019; 2015; 2009). 

Blind Spot—In this level, individuals are not aware of their emotions, 
thoughts, and behaviors toward others around them but others can see and 
recognize the emotions and behaviors displayed by the unaware individuals. 
This situation is like a blind spot because individuals can’t see what others are 
seeing about them (2019; 2015; 2009). 

Concealed—At this level, individuals are very much aware of their emo-
tions, thoughts, attitudes, and behaviors; however, for some reason or other, 
they are concealing these things from others so well that others are not aware 
of such emotions and thoughts, which leads them to believe things about 
those individuals that are not true (2019; 2015; 2009). 

Unidentified—On this level of self-awareness, individuals are completely 
oblivious to their own thought process and emotional display, while at the 
same time, others are not aware of them either. In this level, their self- 
awareness is not identified by either themselves or others (2019; 2015; 2009). 

Doing Versus Being 

Trainers and consultants tend to emphasize the Doing part of the change, 
when what makes the biggest difference is the Being part of a person. Based 
on my experience, most executives and managers in organizations plan their 
individual, team, and organizational successes on just doing and not on both 
being and doing. What gives an individual the Doing is who he or she is 
Being at that given moment (Bakhshandeh 2009; emphasis added). I would 
say with absolute certainty that there are two sides to any individual change, 
team-building change, or organizational change. “The Doing side is about 
processes, measurements, tools, structures, and procedures. This side is about 
management. The Being side is about participation, commitment, attitude, 
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creativity, overcoming resistance to change, and self-leadership. This side is 
about leadership” (Primeco Education, n.d.). 

We are human beings, but most of the time all we do is human doings. 
When we pay attention to how we are, we can see that regardless of our age, 
gender, nationality, race, culture, or upbringing, we are aware that when 
others have some upsetting situation or when they are happy, we can identify 
their state of being even if they are not speaking or explaining their situation. 
We can recognize resentment, regret, unhappiness, and other ways of being 
in others. On the other hand, we can also identify someone being interested, 
engaged, committed, communicative, and results-oriented as well as being a 
leader. In the book Being and Nothingness, Jean-Paul Sartre, the French 
philosopher and ontologist, explained this phenomenon as “There is no being 
which is not the being of a certain mode of being, none which cannot be 
apprehended through the mode of being which manifests being and veils it at 
the same time” (Sartre 1943, 24–25). They don’t need to do anything; even 
without them doing anything special, we can recognize those characteristics 
in them (Bakhshandeh 2009). “State of being is what makes us all do what we 
do, or even feel what we feel. It makes us interested in what we do, and it 
allows us to relate to others, or take ourselves away from them! It makes us 
succeed or fail, and it makes us love or hate ourselves and others!” (22). 

Emotional Intelligence (EI) 

Emotions have a direct impact on one’s state of mind, and in some shape 
and form they are ruling everyone’s day-to-day lives. We are making deci-
sions based on what we are feeling at that time such as sad, angry, happy, 
frustrated, or bored; therefore, unconsciously we select activities correlated 
to the emotions we are inflaming (Hockenbury & Hockenbury 2007). 
According to Hockenbury and Hockenbury (2007), “An emotion is a com-
plex psychological state that involves three distinct components: a sub-
jective experience, a physiological response, and a behavioral or expressive 
response” (n. p.). 

Coaches want to provide training for their coachees in a set of emotional 
intelligence knowledge and skills that will assist them not only in their per-
sonal intervention and development but also will add to their managerial 
skills, which will directly influence their team, group, or departments to work 
with better behavior and display positive and workable attitudes that will 
impact their productivity in a positive way. The following (Figure 5.1) are 
some of the most important and practical emotional intelligence that would 
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be very helpful to an executive or manager at work (Wayne 2019; Stevens 
2009: Hockenbury & Hockenbury 2007): 

To understand and have a benchmark for training and development of an 
executive or manager on emotional intelligence, this author has designed a 
rating system for evaluation of “Presence and Use of Emotional Intelligence at 
Work.” The reader can use this tool, displayed in Table 5.1, and self-rate their 
own emotional intelligence (from 1 to 5, 1 being the lowest rate and 5 being 
the highest rate of presence and use of emotional intelligence) at the initial 
date of rating, and then continue rating themselves in six months and then a 
year after the initial rating. 

Appreciative Coaching (AC) 

In this section, we look at the principles and distinctions of Appreciative 
Coaching (AC), a coaching approach with a background in Appreciative 

Figure 5.1 Categories of Emotions and Their Displaying Qualities. Inspired and 
adapted from Wayne (2019); Stevens (2009); Hockenbury and Hockenbury (2007).  
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Inquiry (AI). (You can see more information and details about AI in 
Chapter 2 of this book.) We will explain the AC process and principles and 
demonstrate a set of questions designed for walking clients through the  
AC process. 

The Five Principles of Appreciative Coaching 

Five fundamentals and basic principles are the core philosophy for AC (Oren 
et al. 2007): 

Constructive. Throughout the coaching sessions, the coaches should 
look for statements by the coachees about their understanding of them-
selves and their perspective and fabric of their lives, their families, and  
their careers. Make sure to point out their strengths, their gifts, and their 
abilities (2007). 

Positive. The coaches should keep focusing on presenting or empha-
sizing the positive effects around coachees’ strengths and achievements. Keep 
changing the coachees’ language by redirecting their problem-indicating 
language to resolution-related language (2007). 

Poetic. The coaches must pay close attention to the coachees’ stories that 
they are saying about themselves. Encourage them to rewrite elements  
of their stories by establishing themselves in positive ways and transforming 
their problems into strengths (2007). 

Simultaneous. The coaches should keep in mind to continue their in-
quiry as the source of awareness that would guide the coachee to the change. 
The appropriate questions are helping the coachees see their present chal-
lenges or hardships in a new perspective (2007). 

Anticipatory. The coaches could be very instrumental in assisting the 
coachees to generate positive and empowering views of themselves via self- 
declarations and visions for their future (2007). 

Practical Process Model for Appreciative Coaching (AC) 

There have been many models proposed to define how the AC process 
works, and what process to follow to make sure all five stages of AC are 
implemented to provide a quality AI process for clients. The following is a 
five-step practical model for implementing the AC process (Rothwell 2016): 

Establish Rapport and Build Trust with the Client. As coaches, this 
is the most important aspect of building an effective process with less re-
sistance. Without trust and relatedness, nothing would work. 
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Assist the Client to Pinpoint the Main Issue in the Way. As coaches, 
it is our job to assist the clients to get to the primary and key issues in their 
way in order to create a powerful vision for their future, personally and 
professionally. 

Promote and Empower Clients to View the Desired Future. As hard 
as it might get, as their coaches it is our commitment to empower them to see 
their possible and predictable future based on what they are envisioning 
about themselves and their lives, at home or at work. 

Encourage and Build Up the Clients’ Engagement with the Design. 
We have to make sure that the client is the one who is working on designing 
and building their future and to make sure they are encouraged, empowered, 
and acknowledged for their hard work. 

Assist the Clients to Design an Action Plan to Fulfill the Vision. 
This is all about action plans and managing black and white steps to imple-
ment and fulfill their vision. We as the coaches have to assist our clients to 
stay focused on designing their purposeful action plan and desire to make it 
recognized. 

Stages of Appreciative Coaching (AC) 

According to Cooperrider et al. (2003), “The Appreciative Inquiry, 4-D Cycle 
is a dynamic, iterative process of positive change” (p. 101). Besides the phi-
losophical nature of AI, it is also an attempt to make a personal and profes-
sional change. Please note that later on the fifth stage, the Define stage as the 
first stage of the process, was added to the original 4-D Cycle (Discovery, 
Dream, Design, and Destiny) to make it a 5-D Cycle (Watkins et al. 2011). 

During coaching sessions with a client, the coaches will guide clients 
through the main five stages of AI and ask a set of questions designed to  
walk them through the 5-D process. Coaches will assist clients in getting 
present to their dreams and desired future from an empowering perspective 
versus trying to overcome a possible failure. Basically, they will look at what 
is working versus what is wrong. We have included a series of questions  
as a model for implementing each phase of AC which could be used for 
empowering and encouraging the client to think deeper and be more at ease 
in participating. You can see the relationship between the stages in Figure 5.2. 

Define Stage. In this stage, the coaches assist the coachees in defining 
their interests and desired topics for the coaching relationship. In this stage, 
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the coaches encourage the coachees to come with ideas of who else needs to 
be involved and what they need to bring to the game to accomplish their 
intention and the topics they are focusing on. The main inquiry in this stage is 
all about “what is it?” and “who is involved?” (2003). 

Discovery Stage. In this stage, coaches establish a positive connection be-
tween themselves and coachees and lead the clients to an empowering view by 
confirming the wisdom of what is possible and looking at the best aspects of what 
is available at this moment. This is the stage for assisting the coachees in creating 

Figure 5.2 Appreciate Inquiry Coaching Model. Adopted from Oren et al. (2007), 
109. Appreciative Coaching: A Positive Process for Change. San Francisco, CA: Jossey- 
Bass; Rothwell, William, J. (2015), 28. edit. Organization Development Fundamentals: 
Managing Strategic Change. Alexandria, WV: ATD Press.  
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possibilities and seeing opportunities for themselves and their future. The primary 
inquiry in this stage is “why are things the way they are now?” (2003). 

Dream Stage. In this stage, the coaches encourage the clients to generate 
empowering images of possibilities by inviting them to express and share 
their desired future. The main inquiry in this stage is “what could it be?” In this 
stage, the coaches are assisting the coachees to put their aspiring futures into 
words and verbalize them (2003). 

Design Stage. In this stage, the coaches would support their coachees to 
bring their desired dream or future into light and focus by asserting the reality 
of their dreams or futures. At this stage, the coaches assist the coachees to 
focus on their intentions and confirm the reality of their dream by supporting 
the coachees to design an action plan established on reality (2003). 

Destiny Stage. In this final stage, “the goal is how to empower, learn and 
adjust/improvise” (Cooperrider et al. 2003, 101). At this stage, the coaches 
help their coachees to distinguish their dreams and realize them in the present 
time, by empowering them to expand their capacity to create the desired 
future and inspire them to stick to their action plan. The main inquiry at this 
stage is “what will it be?” (2003). 

Business Case Example 

In this section, we will present an example of an executive/manager coaching 
that will highlight the first level of OD intervention, the individual interven-
tion, based on a need for the improvement of the individual approach, be-
havior, and attitude, following the standard process of an OD intervention. 

An OD intervention with an individual intervention followed by a team- 
based change intervention is one of the best investments an organization can 
provide for its stakeholders, management team, and their workforce. When 
individuals are present and aware, and teams work cohesively and in sync with 
their management’s vision and organization’s mission, naturally the level of 
production, collaboration, and communication will increase. This, in turn, will 
cause the turnover and dissatisfaction among the workforce to decrease. This 
balance of events will directly provide higher profitability for the organizations, 
which will have a direct positive influence on the quality of the workplace and 
result in increased compensation and benefits for their employees. Individual 
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intervention on the executives’ and managers’ level creates a win-win-win si-
tuation for individuals (management), teams (workforce), and organization. 

Background 

Mrs. Mary Johnson was the VP of Education and Training and member of the 
executive team and partial stockholder for Visionaries, Inc., a training 
company located in San Diego, operating internationally. Mary oversaw the 
designing and implementing of training programs for training and devel-
oping small businesses which were owner-operated or run by a manager.  
At the time of our involvement with her as the OD practitioner for the in-
dividual intervention, Mary was directly accountable for managing, training, 
and developing six trainers who were providing training services for over  
25 accounts, six of which were directly managed by Mary herself. The 
Visionaries training company was in business for five years at the time of our 
involvement with the individual intervention. During the five years of op-
erations, the training company has used our consulting services for con-
ducting a series of trainings on team building, effective communication, and 
customer service. Given their overall satisfaction with our services and 
positive impact of our trainings on their staff and contractors, they asked us 
to get involved with their needs for this individual intervention under the 
umbrella of executive coaching and managerial training. 

The following is what we used as a step-by-step explanation and de-
monstration of how to conduct an effective and long-lasting individual in-
tervention, using Rothwell’s (2015) general approach: 

Preparation. Setting up the approach, having a contract/agreement, and 
explaining the process. 

Set-Up and Data Collection. Setting up for observations, document re-
views, and one-on-one and focus group interviews. 

Data Analysis. Collecting, organizing, and analyzing the data to locate 
problems and come up with solutions to the problems using interviews for 
collecting resolutions. 

Feedback. Providing feedback to the management/owners about data 
analyses and findings. 

Action Planning. Managing and assisting the team to come up with their 
action plan for resolving their team issues. 
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Follow-Up. Continuing following up on the implementation of the team’s 
action plan and providing needed coaching or mentoring. 

Step 1: Entry 

According to the company’s CEO and President, Mary’s department was not 
providing effective and influential services and was operating in a stagnant 
position and hitting a plateau. The following evidence supported his claim: a) 
lack of growth and expansion of accounts, b) decrease on the rating of 
customer satisfaction, c) drop in repeat business or referrals from existing 
accounts, and d) turnover of trainers and coaches. 

The CEO expressed his satisfaction for our previous services and asked us 
to get involved with resolving their organization issues involving what they 
believe was Mary’s lack of effective involvement in developing and ex-
panding her department. Before the first in-person meeting with the executive 
team and Mary, we emailed our intentions and explained some key principles 
in our approach to conduct this individual intervention as follows:  

▪ What is OD?  
▪ What is individual intervention?  
▪ What is executive coaching?  
▪ What is AI?  
▪ What is AC?  
▪ What is the Action Research Model (ARM)? 

Step 2: Start-Up 

We set up the initiation meeting with the executive team: the CEO, COO, VP 
of Finance and Budgeting, and Mary (the VP of Education and Training).  
We established the primary purpose of the meeting to empower Mary to 
establish a powerful structure for her operation and fulfill her vision for her 
career. We made sure that Mary knew that the undertaking project was not 
about fixing Mary, blaming her, or pointing the finger at her as the source of 
the problems, but to empower her to operate with freedom, self-expression to 
conduct her work with fun, freedom, and joy, which ultimately will produce 
much higher results and provide a positive outcome for her, her team, her 
clients, and her organization. 
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As OD practitioners, we offered the company executive coaching as our 
approach instrument, using AC empowered by the distinctions, principles, 
procedures, and design of AI to assist Mary to open up and feel safe to 
communicate her possible reservations, resentments, and upsets. We used 
the ARM as a processing platform for managing the process and reporting 
the progress and feedback to the CEO. Everyone asked questions, expressed 
their concerns and desires while we answered all their questions and con-
cerns. By the end, we agreed to the contract’s terms and conditions, and we 
started to plan our approach and structure our process of executive 
coaching with Mary. 

Stages of Appreciative Coaching 

We explained that during the process of AC (Figure 5.2) we would support, 
coach, and guide Mary through the following stages, according to Watkins 
et al. (2011, 39):  

1. Define Stage. Choosing the positive approach—”what is working?”—which 
works well with Mary’s productivity and working style as the focus of 
inquiry.  

2. Discovery Stage. Inquiring into stories of forces which give life to what 
Mary was dealing with.  

3. Dream Stage. What are Mary’s dreams for her life and career? Locating 
the themes that appear in Mary’s stories and selecting empowering topics 
for further inquiry.  

4. Design Stage. Creating shared images with Mary for a preferred future, 
personally and professionally.  

5. Destiny Stage. Guiding Mary to find innovative ways to create her 
designed and desired future. 

ARM Process Plan 

We presented the following stages of the ARM as our main platform for 
managing the processes of the individual intervention change effort with Mary 
(Table 5.2): 
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Table 5.2 Action Research Model (ARM) Process     

Steps Category Actions  

Initiation Initial Meeting   ▪ Create rapport.  
▪ Ask about apparent issues.  
▪ Discuss the intervention.  
▪ Explain the process and what you 

would do. 

Contract Official Agreement   ▪ Identify the sponsor, client, and 
participant.  

▪ Explain the scope of work.  
▪ Indicate the approach and processes.  
▪ Include dates, locations, and com- 

pensation.  
▪ Identify the contact person. 

Designing Plan 
and Needs 
Assessments 

Knowledge & Skills   ▪ Determine what type of data must 
be collected.  

▪ Determine the source of data.  
▪ Examine the purpose of this assess- 

ment.  
▪ Identify the type of data collecting 

methods. 

Job & Task   ▪ Identify high performance.  
▪ Refine job responsibilities.  
▪ Identify job tasks.  
▪ Identify training and non-training 

requirements. 

Competency   ▪ Review competency standards of 
the organization.  

▪ Establish parameters.  
▪ Identify key players and their influe- 

nces.  
▪ Collect, organize, and analyze the 

data. 

Strategy   ▪ Gather information about the current 
situation.  

▪ Examine the external & internal 
environment.  

▪ Conduct a root cause analysis. 

Collecting Data 
on the Current 
Condition 

Knowledge & Skills   ▪ Review available documents and 
historical records.  

▪ Conduct one-on-one interview with 
the coaching client’s superior.  

▪ Conduct one-on-one interview with 
the coaching client. 

(Continued) 
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TABLE 5.2 Action Research Model (ARM) Process (Con't)    

Steps Category Actions  

Job & Task   ▪ Identify standards.  
▪ Make observations.  
▪ Distribute job analysis questionn- 

aires. 

Competency   ▪ Review the competency standards 
of the organization.  

▪ Interview coaching client’s superior 
on required competencies, defining 
incompetence, and expected 
behaviors.  

▪ Interview coaching client on required 
competencies, defining 
incompetence, and expected 
behaviors. 

Strategy   ▪ Interview coaching client’s supervisor.  
▪ Review historical records.  
▪ Review the organization’s current 

strategies.  
▪ Conduct SWOT analysis of internal 

and external environments’ 
influences on the client. 

Feedback Findings   ▪ Conduct a feedback session, and 
present the findings of the needs 
and potential issues/problems to 
executives.  

▪ Propose a timeline to present 
potential action plans for each 
need’s category. 

Action Plan Proposal Based on 
Findings (see 
Table 5.3).   

▪ Collaborating with the client and 
the organization, design an action 
plan to implement the intervention.  

▪ Include a set of action plans for 
each need’s category. 

Coaching 
Intervention 

Appreciative 
Coaching. See 
Step 5, and 
Table 5.4 for more 
details.   

▪ Define Stage. Choose the positive 
as the focus of inquiry.  

▪ Discovery Stage. Inquire into stories 
of life-giving forces.  

▪ Dream Stage. Locate the themes 
that appear in the stories, and 
select topics for further inquiry.  

▪ Design Stage. Create shared images 
for a preferred future.  

▪ Destiny Stage. Find innovative ways 
to create that future. 

(Continued) 
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Step 3: Assessment and Feedback 

After completing the administration side of the engagement, such as signing 
the contract and all the necessary HR paperwork and arrangements to give us 
permission to conduct the data gathering and needs assessment process, we 
start collecting data concerning what the organization is expecting from Mary 
as the VP of Education and Training. Also, Mary needs to distinguish her view 
of her position by herself and what she thinks the organization is expecting 
from her and what she thinks she is providing. We want to make sure there is 
a good and sufficient connection between what the organization’s views  
and interests are and what Mary’s reality is about what she is providing. So, 
within this domain of comparison, we collect the data in the following areas: 
1) Knowledge & Skills, 2) Job & Task, 3) Competency and 4) Strategy as the 
details are mentioned in the above Table 5.2 and Step 2: Set-Up.  

1. Review Documents. We reviewed some historical documents provided 
by the organization’s HR office, such as:  
• Mary’s employment history and productivity.  
• Organization’s HR policies and operational standards and expectations.  
• Mary’s job description, including her responsibilities and 

accountabilities.  
• Mary’s potential promotions or disciplinary notices. 

TABLE 5.2 Action Research Model (ARM) Process (Con't)    

Steps Category Actions  

Evaluation Appraising the 
Intervention   

▪ Design evaluation forms.  
▪ Receive feedback and evaluation 

from the client.  
▪ Receive feedback and evaluations 

from the coaching client’s superior. 

Coach Departure Intervention 
Completed   

▪ Organize all the process documen- 
tation for the client.  

▪ Be available for phone calls and 
follow-up needs.  

▪ Complete the relationship with the 
client and the organization’s 
executives.    
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2. Interview with the CEO. We interviewed Mary’s direct supervisor, 
which in this case was the company’s CEO and President. This interview 
was to shed light on the following issues:  
• What the CEO and the organization were expecting from Mary’s 

performance and productivity.  
• How the CEO is rating Mary’s performance and productivity.  
• What the CEO’s perspective is about the apparent problems Mary is 

facing.  
• What kind of knowledge, skills, and competencies the organization is 

looking for in the position of VP of Education and Training.  
• What the CEO sees as Mary’s strength and weakness. 
• What the organization’s plans are for Mary’s position and account-

abilities in the future.  

3. Interview with Mary. We conducted an in-person interview with Mary 
about the following issues:  
• What she was expecting from the organization and her position.  
• What she thinks about her performance and productivity, and how she 

rates her own performance.  
• What her perspective is about the apparent problems she is facing.  
• What she thinks about the organization’s strengths and weaknesses.  
• What kind of knowledge, skills, and competencies she is looking for in 

the position of VP of Education and Training. 
• What her plan is for her position in the organization and account-

abilities in the future. 

After collecting all the above data, we conducted a data analysis and needs 
assessment process and prepared a detailed report about our analysis, our 
findings, and our general proposed plan to resolve the issues facing Mary as one 
of the organization’s executives. This feedback report was presented to the CEO 
and Mary in a private and closed-door session with prior permission from Mary. 
The feedback session was effective and productive and welcomed by both 
parties as a good platform to start the action plan to enter the intervention phase. 

Step 4: Action Planning 

Given the nature of the individual intervention, it is much easier to create an action 
plan, given it is only engaging one person, which makes the planning much easier 
compared with team intervention or the organization level intervention. With 
collaboration from Mary, her schedule and availability, the HR department policies 
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concerning Mary’s availability and time off, and the CEO’s support, we designed an 
action plan to implement the intervention (see Table 5.3): 

Step 5: Coaching Intervention 

Like any other intervention projects, individual intervention (in the form of 
executive coaching or managerial coaching) also has stages for developing an 
individual through coaching. According to Rothwell (2016), the following 

Table 5.3 Creating an Action Plan for the Individual Intervention    

Categories Actions and Tools  

Set-Up and 
Schedule   

▪ Establish a rapport with Mary, and set up roles and 
expectations of the coaching relationship.  

▪ Schedule in-person, confidential weekly coaching sessions 
with Mary.  

▪ Schedule meetings with Mary’s supervisor. 

Review the 
Findings   

▪ Review and conduct a deeper cut on our findings, analysis, 
and viewpoints after interviews.  

▪ Conduct a needs assessment process relevant to Mary’s 
position and accountabilities.  

▪ Review and discuss the results of the SWOT. 

Discuss KSAs, 
Behavior, and 
Attitude   

▪ Review and create her needed knowledge, skills, abilities, 
and competencies for high-performance management and 
productivity.  

▪ Discuss how Mary is viewing a change, how she is relating to 
potential change, and if she is resisting a change.  

▪ Review how Mary’s is using interpersonal and intrapersonal 
skills. 

Tools to Use   ▪ 360-Degree Feedback process between Mary and her direct 
supervisor.  

▪ “Presence and Use of Emotional Intelligence at Work” 
rating.  

▪ “Leadership Qualities of an Effective Manager” rating.  
▪ “Great Place to Work” model of diagnosis of Mary’s 

relationship with the organization and others.  
▪ “SWOT Analysis” of Mary’s behavior and attitude.  
▪ Using Appreciative Coaching. 

Coaching 
Instruments, 
Models, and 
Approaches   

▪ Plan for conducting coaching instruments and models, such 
as self-awareness and Appreciative Inquiry.  

▪ Pinpoint all of Mary’s disempowering behaviors and 
attitudes and replace them with workable mindsets and 
behaviors.  

▪ Assist Mary to invent a personal vision statement.  
▪ Assist Mary to create new practices for her role as an 

executive. 
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stages are mainly adopted from and based on one of the main OD intervention 
models, the ARM, with some substages for supporting the readers to under-
stand when and what they need to implement during this intervention. 

Please note that the following structure and table is a representation of 
stages and steps for conducting the actual coaching process within the in-
dividual intervention, while all the information and details of related steps are 
mentioned on the above-mentioned steps: Steps 1: Entry, Step 2: Set-Up, Step 
3: Assessment and Feedback, and Step 4: Action Planning. This step-by-step 
approach could be easily modified to a customer intervention plan  
for team intervention as well as an organization intervention. 

The following Table 5.4 is representing step-by-step actions needed for con-
ducting an actual coaching process during the intervention. This is a very effective 
way to support OD practitioners on their approach to the individual intervention. 

It is a good time to mention Mary’s results of her executive coaching  
and what she accomplished in participating in this coaching as a form of  
her individual intervention. As we mentioned in the background section, 
Mary was directly accountable for managing, training, and developing six 
trainers who were providing training services for over 25 accounts, six of 
which were directly managed by Mary herself. After one year of direct 
coaching with Mary, and another year of maintaining and providing coaching 
support for her and her ICA (Internal Change Agent), Mary was overseeing 
training services for over 70 accounts, 21 of which were managed by herself. 
She expanded her trainers’ body from 6 to 18 trainers, plus she is managing 
the entire training program. Mary got married, bought a house for herself to 
start a family, and also purchased three other properties as an investment. 
That was not bad for a person who was complaining of not having time or 
money. That is what is possible from participating in executive coaching and 
taking on one’s life in both personal and professional domains while being 
happy, fulfilled, expressive, and productive beyond what you thought was 
possible. She demonstrated the power of having a vision and committed to 
achieving it! That is the power of overcoming one’s resistance to be the best 
you can become and the power and magic of turning yourself into someone 
who is there unconditionally to support you when you are going where  
you thought was not possible—your coach! 

Step 6: Evaluation 

The most frequently used definition of evaluation, according to Trochim 
William and Donnelly (2008), is “The systematic assessment of the worth or 
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Table 5.4 Step-by-Step Actions to Conduct a Coaching Intervention Using 
Appreciative Coaching Supported by Appreciative Inquiry Model   

Initiation and Set-Up   

▪ Create a background of relatedness.  
▪ Establish coaching, roles, policies, and structure with the coachee.  
▪ Establish coach and coachee’s relationship and expectations from both ends.  
▪ Get coachee’s commitment to the process.  
▪ Express your commitment to the process and your coachee’s success.  
▪ Review the findings, analysis, and assessments.  
▪ Explain the OD model, especially the individual level.  
▪ Conduct a self-awareness inquiry.  
▪ Use the Practical Model for Implementing Appreciative Inquiry Process.  
▪ Explain and use the Appreciate Inquiry Coaching Model.  
▪ Define the coachee’s interest and desire.  
▪ Keep the coachee’s commitment alive and in front of the conversation. 

Tools and Instruments to Use   

▪ 360 Feedback.  
▪ “Present and use of Emotional Intelligence at Work” rating. Use Table 5.1.  
▪ “Leadership Qualities of an Effective Manager” rating. Use Table 5.2.  
▪ Appreciative Inquiry Model.  
▪ Appreciative Coaching Approach.  
▪ Organization Diagnosis Model. Use Figure 5.1.  
▪ Self-Awareness Model. Use Figure 5.2. 

Define Phase   

▪ What are we focusing on?  
▪ Who else needs to be involved?  
▪ What do we need to bring into this game?  
▪ What is the actual accomplishment and outcome of this game? 

Discovery Phase   

▪ Lead the coachee to an empowering view.  
▪ Confirm the wisdom of what is possible.  
▪ Create possibilities and opportunities.  
▪ Ask empowering and uplifting questions.  
▪ What is the aspiration?  
▪ What else is possible?  
▪ What is predictable out of our undertaking?  
▪ Who are your role models?  
▪ What attributes of these role model inspires you?  
▪ What are your top five accomplishments? 

Dream Phase   

▪ Encourage coachee to imagine and visualize their future.  
▪ Put the aspiring future at work to make it real and possible.  
▪ Ask questions that lead your coachee to see their future. 

(Continued) 
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TABLE 5.4 Step-by-Step Actions to Conduct a Coaching Intervention Using 
Appreciative Coaching Supported by Appreciative Inquiry Model (Con't)   

▪ What does your future look like?  
▪ Who are the people who would support you in creating that future?  
▪ What are the top three things you would change in your life?  
▪ What are the top three adjectives that best describe you?  
▪ What would you like to achieve in the next three years?  
▪ What would you like to accomplish in the next six months?  
▪ Who else would benefit from your success and that inspiring future? 

Design Phase   

▪ Bring focus on intentions.  
▪ Confirm the reality of their dreamed future.  
▪ Support relative and realistic activities.  
▪ Ask questions that would support the real black and white activities and practices.  
▪ How are you going to do that?  
▪ What would energize and move you forward?  
▪ What might undermine you and our actions?  
▪ What are the top ten actions you need to take on during the next two months?  
▪ Who can support you with your action plan and be your partner?  
▪ What would you consider as a new practice you have never completely 

implemented? 

Destiny Phase   

▪ Encourage and empower the coachee to expand their capacity.  
▪ Empower them to stick to their plan.  
▪ Keep their dream and desired future in front of them.  
▪ Ask questions that would keep them focused.  
▪ What are you currently doing that is not aligned with your designed future?  
▪ How would you alter your schedule to achieve your action plan?  
▪ What daily routine needs to change to help you accomplish your plan?  
▪ What activities might you consider, and what would you not consider doing?  
▪ How disciplined are you about following your plan? 

Review the Results   

▪ Review the coachee’s progress and results monthly.  
▪ Compare the actual progress with the intended outcomes monthly.  
▪ Continue correcting the course of action. 

Maintenance and Mentorship   

▪ Keep the coachee’s vision and future in front of them.  
▪ Keep reviewing the coachee’s action plan and potential obstacles in their way.  
▪ Encourage the coachee’s self-realization and self-awareness.  
▪ Keep checking the coachee’s emotional intelligence and self-rating.  
▪ Promote self-discipline and accountability.  
▪ Continue working on the leadership quality rating.  
▪ Present it to the coachee and the client.   

Note: Adopted and inspired by Rothwell et al. (2016), Bakhshandeh (2009), and 
Cooperrider et al. (2003).  
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merit of some object” (352), or “The systematic acquisition and assessment of 
information to provide useful feedback about the object” (352). The main goal 
of evaluation of our coachee was to provide a practical view of the coachee’s 
progress and feedback on her development to the client (sponsor) and to  
the coachee herself. We decided to provide our evaluation on two general 
categories, formative and summative forms. 

Formative Evaluations. The formative evaluation will reinforce or im-
prove the object or topic that was evaluated; the formative evaluations will 
help researchers or OD practitioners in assessing the program delivery or 
technology and the quality of their application (Trochim William & Donnelly 
2008). This author has used the following three formative evaluations during 
this individual intervention process: a) Needs Assessment Evaluation,  
b) Implementation Evaluation, and c) Process Evaluation. 

Summative Evaluation. Summative evaluation is assessing the effect  
or outcome of an intervention, program, or technology by describing what 
happened as an outcome or result, following the delivery of the intervention, 
program, or technology (Trochim William & Donnelly 2008). This author  
has used the following two summative evaluations during this individual  
intervention process: a) Outcome Evaluation and b) Impact Evaluation. 

Step 7: Adoption 

During the individual intervention and implementation of executive coaching, 
Mary had some insights and realizations about who she was being and how 
she operated in her work. She looked at what kind of attitude and behaviors 
she had displayed and took ownership of her part in her team’s dysfunctions, 
conflicts, turnover, and decreased productivity. This eye-opening awareness 
caused her to apologize to her team and her supervisor for what she had done 
(continuously or unconsciously), and she came with 1) self-awareness of her 
behaviors, attitude, emotional intelligence, and self-recognition, and 2) a new 
set of promises concerning her new commitment to herself, her team, her 
department, and her organization (Rothwell et al. 2016). 

Step 8: Separation 

This is the time that the OD practitioners or practitioners are concluding the in-
dividual intervention with the coachee and are leaving the organization. However, 
this does not happen before they make sure the selected internal change agent or 
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team leaders are powerfully and entirely in action for the change intervention to 
resume work after they leave (Rothwell et al. 2016). We had a decision-making 
meeting with the coachee and her direct supervisor (the CEO) to assign one 
person as the Internal Change Agent (ICA) in charge of overseeing the coachee’s 
action plan and all procedures resulting from the individual intervention. The ICA 
can be situated to manage the change implementation process while the senior 
management team controls the content (Sullivan, Rothwell & Balasi 2013). 

Key Lessons Learned 

Out of the work we have done with organizations on their needs for  
individual intervention and an executive coaching approach, we found the 
following distinctions to be vital to the success of any change intervention, 
including the individual intervention change effort:  

▪ Trust the Process. As a coach, we shall inform, support, and encourage 
our clients to trust the process of coaching and apply the distinctions, 
practices, and methods that are designed to empower them and allow 
access to effective ways of living and working (Bakhshandeh, 2009).  

▪ Relatedness Is the Key to Trust and Rapport. Effective coaches will 
not act as if they are better than or above their coachees. They will dis-
play respect, empathy, and compassion for where the coachees are at 
that particular time and location of their career or of life in general 
(Bakhshandeh 2009, 2015).  

▪ OD Practitioner as a Coach and Instrument. OD practitioners have 
a relatively big influence on their coaching clients while conducting an 
individual intervention. They can provide their knowledge, abilities, and 
skills to direct, consult, support, and advise in order to be an effective 
instrument of the individual intervention change effort (Cheung- 
Judge 2012).  

▪ Authority Versus Leadership. Running an organization as an authority 
figure, such as an executive or senior manager, is one of the oldest 
models of management that is still used by many businesses and orga-
nizations. Unfortunately, research has shown that this good old man-
agement style is producing more resistance versus engagement and 
participation (Satell 2014). 
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Discussion Questions 

In the end, we are asking you to look into the following discussion questions 
and express your perspective of what the individual intervention and 
coaching processes are, and some best practices you can implement to 
conduct a practical OD individual change intervention.  

1. Has your organization used any individual intervention change approaches 
in its attempt to improve someone’s performance and productivity? 
If Yes, was the approach successful? Why? What was the experience for the 
individual and the organization? 
If No, what was standing in the way of your organization implementing the 
individual intervention and change approach? 

2. From your point of view, in your organization, is there a strong re-
lationship between the top management team and the organization’s 
hierarchy? 
If Yes, what do you think is causing such strengths? 
If No, what do you think is interfering with or causing a weak 
relationship?  

3. How do you describe your relationships with your supervisor?  
4. How do you rate your own performance and productivity at your 

management position?  
5. Have you ever been involved with any dysfunctions and conflicts with 

your supervisor or a subordinate? 
If Yes, what was the dysfunction or conflict, and how was it resolved? 
If No, what would you attribute to a dysfunction-free operation? 

6. From your point of view, what are the most important values or princi-
ples that would strengthen and build a strong bonding between you and 
your supervisor or your subordinate?  

7. What would be the most destructive behavior or attitude that would 
cause un-workability in an organization’s management process? 

8. Considering what you have read in this chapter about individual inter-
vention (in executive and managerial coaching format), what else would 
you suggest adding to elements of individual intervention? What was 
missing?  

9. Do you think professional coaching and OD consulting would make a 
difference for establishing strong and cohesive executives and managers? 
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Overview 

As longer serving generations are leaving the workforce, younger cohorts are 
entering with a new vision in mind. It is time to understand the importance and 
necessity of individual interventions such as mentorship and sponsorship, and 
the positive impact on the future. Individual interventions are a way to support 
the next generation of leaders in the workplace. These types of interventions also 
allow for the organization to show its commitment to the employees within the 
company. Mentoring and sponsorship give the company not only the opportu-
nity to promote from the ground up, but they also show the employees that they 
are valued pieces of the organization. As more positions open up, it is imperative 
to realize that to be effective at succession planning, there must be confidence in 
the younger generations to step up and stand motivated to be engaged to bring 
innovative ideas to the table. The other factor to this equation is using individual 
interventions to teach, guide, and influence the mentee. As the generational shift 
starts to take place with five generations in the workforce, it is the perfect time to 
take advantage of the positive impacts of individual interventions to increase the 
success of personal and professional productivity. Also important is the ability to 
ensure there is no brain-drain as the more experienced employees and leaders 
exit the workplace, as well as guarantee the business continuity, which is a 
fundamental platform for the new and emerging talent coming in to learn; assess; 
bring creativity, resiliency, and simplification to the business; and take it to the 
next stage of success. In this chapter, the objectives are as follows:  

▪ Individual interventions are explored as well as the four categories that 
individuals providing the services fall into, which are Advocate, 
Champion, Sponsorship, and Mentorship. 
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▪ Though there are many types of individual interventions, for the purpose 
of this chapter, four categories are used as the necessary levels of per-
sonal interventions.  

▪ The framework for this model derives from the Human Process 
Intervention model, and our model was created with the mentality of 
Maslow’s Hierarchy of Needs (shown in Figure 6.1).  

▪ Practical tools and activities are provided to guide the implementation of 
individual interventions. 

The Four Basic Levels of Individual Interventions 

Our model regarding the levels of practitioners conducting individual inter-
ventions was created with the mentality of Maslow’s Hierarchy of Needs. 
Maslow (1943) produced a hierarchy of needs model that identified five es-
sential human needs, which were self-actualization, esteem needs, belong-
ingness and love needs, safety needs, and physiological needs. Maslow 
(1943) described that once an individual meets a certain level of need, 
naturally the person desires to move to the next level of need. According to 
Maslow (1943), “when a need is fairly well satisfied, the next … ‘higher’ need 
emerges, in turn, to dominate the conscious life and to serve as the center of 

Figure 6.1 Four Levels of Individual Interventions. Copyright by Leila Farzam 
and Jamie Campbell.  
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the organization of behavior” (395). Maslow’s hierarchy of needs gives us a 
general idea of what we need in life to survive as engaged human beings. In 
Maslow’s theory, each level represents a higher stage of development. Our 
model of individual interventions, shown in Figure 6.1, can be viewed in the 
same way. 

These same levels can also apply to individual interventions. It is vital to 
continuously take the pulse of the four levels of personal interventions es-
tablished and continued within an organization to create an inclusive working 
environment, and increase and diversify learning and development programs 
to embed excitement as employees grow and diversify their portfolio. To do 
so, organizations can use an expanded, diverse, and inclusive approach and 
tools to explore the relationship between different elements within mentoring 
and sponsorship. 

The Relationship Between the Levels 

Each of the terms listed above can be very easy to consider as synonymous. 
However, that is not the case! This section will attempt to give you a more 
profound definition of each term and show their interconnectedness and 
their differences as well. 

Mentorship 

As we understand all these terms, we must start at what can be considered the 
foundation for all terms, mentorship. Mentorship is the foundation for these 
terms as every person can do it, and it does not cost a great deal to perform. It 
does not require individuals to work in the same unit, company, or line of 
business. It simply needs an individual who is willing to share with either a 
new employee or an employee who is having difficulty performing a given 
task, or is willing to be a guiding light to provide give-forward and be a 
confidant for the mentee. The reason why willing is emphasized when dis-
cussing mentorship is that many organizations make mentoring a mandatory 
part of the performance review process. Rothwell and Chee (2013) share that 
“the willingness factor is, arguably, the most important ingredient in the 
decision-making mix. Among the three—ability, experience, and 
willingness—it is the one that will most likely get you to say yes to a men-
toring relationship” (30). Individualistic and competitive notions of social 
stratification embedded in functionalist perspectives imply that those who 
succeed have done so solely through their efforts (Darwin 2000) and may not 
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be as keen to help anyone else advance their careers. Many organizations feel 
the need to develop their next generation of leaders, but the current gen-
eration of leaders may see this group as a threat to their position. Companies 
recognize this and have, in some instances, made the coaching of younger 
employees a path to the career advancement of middle managers. Hence, 
these managers will “take on” a mentee but not provide any real support. 

Think of it this way; remember when you were asked to watch younger 
siblings or other younger family members. Better yet, remember when you 
were told to do it for some type of payment. Be honest, how good of a job did 
you do? Sure, you did not let them jump off a roof (or maybe you did), but 
being forced to do it was not the same as when you volunteered to take on 
the task. Being a mentor takes on that same type of aspect. Remember, one of 
the critical elements of being a mentor is willingness to be one. It is about 
having the confidence and generosity to see others succeed, owning the 
success of others, and taking pride in it (Ballaro & Polk 2017). Just like when 
you are forced to do something that you do not want to do, mentorship 
cannot be a forced or strongly suggested occurrence. Mentorship at its lowest 
level must have an individual (the mentor) who is willing to provide support 
without being concerned if their help will jeopardize or help their personal 
gains. A mentor has an inherent responsibility to share wisdom or knowledge 
with another person. Any instance of a forced march can impede that transfer 
of knowledge. Mentors can also be from fields that are not directly aligned 
with the mentee’s career path or business. Mentors can provide support to 
their mentees due to their various experiences. 

Although these experiences may not be the same as the mentee’s, there 
could be some parallels in personal backgrounds, especially around compe-
tencies such as values, ethics, collaboration, and innovation. These experiences 
can provide the mentee with direction and guidance. Most importantly, the 
experiences of the mentor can help prevent the mentee from making costly 
mistakes. More recently, many diverse organizations are now promoting re-
verse mentoring, which excites the mentor and mentee to exchange knowl-
edge, share their know-how, and create a collective forum for success. How 
does this work? The newly joined employee will bring to the table new ap-
proaches to interventions, modern design thinking, and technology application 
to the business complemented by the longer serving employees sharing the 
company purpose, its inner workings, the do’s and don’ts, and sectoral con-
nection within the service organization provided to its clients. The organiza-
tional capacity will need to accept failures and successes (Chin et al. 2016). The 
fundamental question is if everyone can be a mentor, should they? 
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Sponsorship 

The next level of personal intervention or individual intervention is sponsor-
ship. It is important to note at the onset of this discussion that persons who are 
invested have some type of power. Using the term power is an attempt to 
explain the ability of individuals (sponsors) to place others (the sponsored) in 
the position to advance their careers. This advancement comes from the ability 
to provide access. Access means meetings, projects, conversations, and op-
portunities that the sponsored individual would not have the ability to be 
invited to be part of under normal circumstances. Think of it this way; spon-
sors openly use their creditability to create a pathway for those who have not 
established themselves. These persons may need a push that a mentor cannot 
or may not be able to provide, as they do not possess enough of a reputation 
to open doors for the person that they would like as a sponsor. For example, 
in just about every coming of age movie, especially those of the high school 
variety, there is a sponsor (the “Cool Kid”) and the sponsored (the “Outcast”) 
who have come together to join forces for some life-affirming situation. The 
Cool Kid takes the Outcast under their wing, and now the Outcast becomes 
accepted by all the people (for the most part) in the town, school, athletic 
team, or theatrical production. The Cool Kid did not put any monetary support 
in the community, but they did put their name on the line for the Outcast. They 
do this without concern for how much of their creditability is impacted. They 
do it because they have seen the Outcast as a person with skills and talents that 
had not been recognized by the community as a whole. 

In the real world, sponsorship works the same way. A sponsor provides 
light to be shined on an individual that would be overlooked due to their 
current level/status in the organization. Sponsorship comes in three levels. 
These three levels are (in no particular order) intermediate (hybrid), personal, 
and official (Comings & Cuban 2002). The intermediate (individual or hybrid) 
sponsor serves as both a friend and a coach. The hybrid sponsor can be 
someone who works with the organization but also is someone that could be 
considered a friend. The personal sponsor is more in line with a mentor that is 
a family member, but their primary role is to provide emotional support and 
guidance for how to deal with different personal issues in the workplace 
through their past experiences. Lastly, there is the official sponsorship. This 
type of sponsorship is from someone within the organization who has 
identified the sponsored individual as a talent but has not yet been allowed to 
show their skills. This person is not a friend, but is a supervisor within the 
immediate unit or a leader in a parallel line of work. 
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Champions 

Everyone needs a hero, right? In the workplace, a champion becomes that 
hero. Have you heard the phrase “championing a cause”? The champion is 
the person that can sing the praises of the person that the individual inter-
vention is being provided for. The champion will not only invite individuals 
to the table and use their intellectual capital to open doors, but they will 
place the individual in a leadership position. Again, just as in the case of a 
sponsor, there is a power dynamic included here. However, the champion’s 
superpower is the ability to place other persons in positions of power or 
leadership (Choudhury & Baines 2012). Champions can create space for 
individuals to grow and demonstrate their abilities on a larger scale while 
still guiding, supporting, and advancing the individuals’ career they are 
championing. 

Advocates 

Lastly, there is an advocate. The advocate is the combination of the three 
previous levels with a few significant differences. The first one is the power of 
the advocate. Similar to the champion, the advocate can place budget with 
words. Whereas the champion can provide a seat, the sponsor can make a 
suggestion, and the advocate can put the individual in a leadership position 
with little to no resistance and provide budget resources to the project. The 
advocate can also act as a protector for the individual. In this protector po-
sition, the advocate can advise how to miss potential pitfalls and unintentional 
mistakes. The advocate serves as a pivotal component to career advancement 
for the individual undergoing the intervention (Silliman et al. 2016). In many 
organizations, the ability to be responsible for personnel and budgets is a 
significant factor for being eligible for a promotion. These experiences give 
the individual the ability to take on new roles and provide inspiration for 
others. Since the advocate can provide both, they have the ability to be the 
gate opener for the individual. 

How Does It All Work in Practice? 

In most organizations, these four roles can be and often play out by one 
person, the mentor, a term used interchangeably for the four roles described 
above and shown in Figure 6.2. Why? Once a mentor and mentee are 
matched, there begins a sense of ownership of success and desire to 
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succeed, while evolving over time (Zerzan et al. 2009). Effective mentorship 
takes on a role of sponsor, champion, and advocate when the mentee in-
novates. The mentor moves to centerstage focus to the mentee when he or 
she applies for other positions. The mentor begins to champion for the 
mentee’s intellectual capacity and competencies in support of the mentee’s 
personal and professional success. If the mentor has the budget and posi-
tion, the mentor very willingly will allow the mentee to advance given the 
interest in the mentee’s abilities and potential. The practical implementation 
of individual interventions can create an environment through an organi-
zation’s culture of growth while reaping benefits and incentives to all in-
volved in the development. 

For the Organization  

▪ Rapidly integrate new employees  
▪ Capture experience and knowledge of departing employees 
▪ Increase understanding of the organization’s business direction, prio-

rities, and plan  
▪ Encourage intellectual capital  
▪ Accelerate staff learning  
▪ Build confidence in handling internal and external relationships  
▪ Provide cost-efficient delivery of career guidance to new and longer 

standing staff 

Figure 6.2 Interchangeable Interventions. Copyright by Leila Farzam and 
Jamie Campbell (2020).  
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For Mentors  

▪ Contribute to increase an organization’s intellectual capital  
▪ Create space for generative conversations and reciprocal learning  
▪ Build mentoring communities in the organization  
▪ Form partnerships that promote further learning 

For Mentees 

▪ Acquisition of technical and organizational knowledge to more effec-
tively navigate the organization and learn about the business  

▪ A better understanding of working in a complex organization and the 
agility that is required to be successful  

▪ Improve interpersonal skills  
▪ Receive guidance to foster the development  
▪ Create personal reflective space  
▪ Appreciate the opportunity to reflect and learn from an experienced colleague 

What Does All This Mean? 

Each of the levels of individual intervention has different roles and responsi-
bilities for the individual receiving and implementing the intervention. The most 
important to understand is the ability and limitations that the person providing 
the intervention is constrained. Individual interventions provide support, ad-
vancement, and development for the person(s) undergoing them (Dziczkowski 
2013). These interventions can dictate the success or failure of the organization. 
Individual interventions serve as a potential spark for leadership. Even within 
those levels that do not have a great deal of power, they may have substantial 
levels of influence that can help the individual get ahead in their career. 

Tips for Making the Most of the Individual Intervention 
Relationship 

It is essential to capitalize on valuable individual interventions and under-
stand how to make the best of the knowledge exchange while strengthening 
the connection and collaboration. Following are various guidelines to follow 
as you create the identified individual relationship: 
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▪ Set meeting times in advance.  
▪ Agree on parameters of the relationship.  

• Format for meetings, confidentiality, and developmental needs  
▪ Set objectives in the areas of broadening or developing technical 

knowledge, understanding the organizational culture, increasing inter-
personal effectiveness, and creating improved short- and long-term ca-
reer and learning goals.  

▪ Keep in mind “elements of success”.  
• Shared responsibility, mutual trust and respect, clear expectations and 

focus, and confidentiality  
▪ Keep expectations realistic.  

• Mentees should not expect:  
• Solutions to all problems  
• Unlimited access to his or her mentor  
• Special favors or expectations of promotion  

• Mentors should not expect:  
• Full responsibility for the mentees’ performance  
• Life-long gratitude  

▪ Create a comfortable environment that encourages openness, trust, 
and transparency, while setting boundaries to provide structure and 
clarity.  

▪ Listen actively.  
▪ Be non-judgmental and genuine.  
▪ Consider the message received in an objective way.  
▪ Emphasize the positive.  
▪ Provide activities or take-aways. 

Case Study 

The following case study focuses on a millennial employee who has recently 
accepted a position at an organization, while exploring the following eight 
steps of organization development (OD) interventions. 

Step 1: Entry 

Jasmine, a junior OD practitioner, was recently hired to analyze the effec-
tiveness of OD interventions in various departments within the organization. 
The organization is a multinational environment that promotes the 
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elimination of hunger around the world. The CEO of the organization recently 
implemented an initiative for employees that focuses on mentorship between 
longer serving employees and new hires. This initiative is based on an ex-
tensive climate survey led by the OD department due to challenges within the 
organization of newer employees not fully understanding the whole system 
and its impact on people they serve. 

Step 2: Start-Up 

Though Jasmine has extensive education and training in OD, she struggles 
with understanding the various department and organizational matrix struc-
tures. Through the new initiative formed by the CEO, she was partnered with 
Amir, the Vice President of Engineering, who has been with the organization 
for 15 years and has led many mentoring workshops. Many employees in the 
organization use Amir as an example when it comes to institutional 
knowledge. 

Step 3: Assessment and Feedback 

As Jasmine got settled in her new position, she decided to reach out to Amir in 
an effort to build the mentor and mentee relationship. Within two hours, Amir 
sent a positive and welcoming note to Jasmine and suggested meeting the 
following day for lunch and a tour. Though Amir was quite busy, he spent 
three hours with Jasmine to clarify organizational structures, institutional 
history, various sectors that come together to provide a holistic service to 
clients, and learn more about Jasmine’s personal and professional 
background. 

Step 4: Action Planning 

As the initial meeting went very well, they decided to meet monthly to do 
continuous check-ins. During the following monthly meetings, Amir took a 
crystallized approach to draw on the various department relationships and 
interactions and provided a possible critical path for Jasmine to use as a guide. 
He also guided Jasmine to think carefully about the importance of profes-
sional reputation as a basis for success and failure as the organization was not 
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a very forgiving kind of firm. This means if the OD intervention missed critical 
elements to the road to recovery, or there were mishaps in the implementa-
tion, there would always be an association of failure to Jasmine. 

Step 5: Intervention 

With that critical guidance, Jasmine ensured and forced herself to be super 
careful and staged all her diagnosis and recommendations on fact-based data 
and information and left nothing for individual interpretation. Given her 
positive experience with Amir, she began observing and working more clo-
sely with longer serving employees for a self-assessment purpose, as she 
wanted to focus on and learn from the successful and respected employees to 
deeply understand their behaviors at work and their interactions with su-
periors/peers/juniors. She made her connections and began mimicking the 
same actions. In a concise period, she learned very effectively from these 
longer serving employees, who were not necessarily on the organization 
chart but carry heavy organizational weight, and demonstrated humble be-
haviors needed to lead in this type of organization. Before Jasmine knew it, 
she was very much welcomed and included in that group, and her learning 
curve was expanded. 

Step 6: Evaluation 

As she continuously reflected on her behavior and how best she could con-
tribute to the organization, Jasmine noticed she created a feed-forward loop 
for herself to ensure continuous learning, ask for guidance without shame, 
and allow for mistakes to occur in a sandbox format. Five months later, 
Jasmine presented her six-month review from her supervisor to Amir. 

Step 7: Adoption 

As he was beyond impressed with her evaluation, Amir decided to put her 
name forward for the OD Manager position within the Engineering de-
partment. Though he was not on the search committee for the position, he 
provided his opinion on the matter in his role as Vice President of 
Engineering. Amir often used this experience in his speeches to indicate that 
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learning from each other is a gift and a very complex competency to build as 
it requires a very high level of confidence, humility, and generosity to self 
and others. 

Step 8: Separation 

Jasmine, as an OD practitioner, took the opportunity to create a hands-on 
learning event led by Amir for emerging leaders to learn these critical com-
petencies and ensure the organization has a succession planning process put 
in place. This intervention created a very positive and virtuous cycle leading 
to extraordinary employee motivation, commitment to excellence, and 
collegiality. 

Reflection Questions 

As the reflection process takes place, consider the following questions:  

1. How did the four various levels of individual interventions occur during 
this case?  

2. With such interventions, would you consider this company to be a 
learning organization? And if so, can you expand on why it is and name 
the characteristics of it.  

3. Would this intervention be a value or hindrance to succession planning 
and exchange of knowledge? 

Mentee and Mentor Journal Tool 

Activity: Use the Mentee and Mentor Journal Tools, shown in Figures 6.3 and 
6.4 in a mentorship session as a guide to collect personal thoughts and 
provide a guided conversation. 

The mentee journal provides systematic thinking through developed 
questions for the mentee. 

The mentor journal offers guided questions created for a mentor during 
interactions with the mentee. 

Individual Interventions: Mentoring and Sponsorship ▪ 123 



Figure 6.3 Mentee Journal. Copyright by Leila Farzam and Jamie Campbell (2020).  
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Figure 6.4 Mentor Journal. Copyright by Leila Farzam and Jamie Campbell (2020).  
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Johari Window 

In addition to the forms above, another tool used for an individual inter-
vention is a Johari Window, as shown in Figure 6.5. A Johari Window can 
assist an individual with understanding who they are, what they know, and 
how they can better themselves with the knowledge they already have. Still, 
the knowledge or ability is not being presented. As defined by Luft and 
Ingham (1961, 1), the four spaces are:  

1. Open or Free Area—what is known by the person about him/herself 
and is also known by others.  

2. Blind Area—what is unknown by the person about him/herself but 
which others know.  

3. Hidden Area—what the person knows about him/herself that others do 
not know. It is also called the façade.  

4. Unknown Area—what is unknown by the person about him/herself 
and is also unknown by others. 

Approach the use of a Johari Window the same way you use strength, 
weakness, opportunity, threat, or SWOT analysis. The main difference with a 
Johari Window is that it gives the individual a genuine chance to review their 
current skill set. You can use this to learn about the individual and get a brief 
assessment of their skills. 

Figure 6.5 Johari Window. Adopted from Luft and Ingham (1961).  
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Key Lessons Learned 

In this chapter, the four levels of individual interventions—mentorship, 
sponsorship, champion, and advocate—were discussed. These four levels can 
be used interchangeably, or in an evolving fashion, to help individuals in the 
workplace foster an environment of continuous interpersonal improvement. 
Each level can expand into the next level as individuals grow within their 
positions. Individual interventions are essential as they can not only provide 
development opportunities for employees, but they also offer the organiza-
tion with the ability to remain sustainable in their corporate arena. 

Discussion Questions  

1. In your words, define the four levels of individual interventions. Discuss 
the positives and negatives in your explanation. 

2. What individual interventions and roles have you been able to experi-
ence in your professional capacities? Explain how you used your abilities 
in each instance.  

3. If an intervention were provided for you by your organization, at which 
level would you like the person providing the intervention?  

4. Can individual interventions be provided for all persons?  
5. How can be individual interventions be implemented? 
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Overview 

This chapter introduces common types of small-group interventions and 
highlights the benefits of interpersonal training on team effectiveness. It also 
provides a brief overview of some important theoretical concepts of group 
dynamics and development which are essential for practitioner success. The 
chapter takes the participant action research approach where “the people 
who are to take action are involved in the entire research and action process 
from the beginning. This involvement increases the likelihood of carrying out 
the actions once decided upon, and keeps the recommended actions feasible” 
(French & Bell 1999, 137). The chapter discusses the following concepts:  

▪ Theoretical perspectives on small groups and group processes  
▪ Historical development of interpersonal training  
▪ Small-group interventions  
▪ T-groups/Training groups/Sensitivity training/Encounter groups  
▪ The Tavistock Method 
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▪ Group development  
▪ Group dynamics  
▪ Emotional intelligence  
▪ Self-awareness  
▪ Communication skills  
▪ Experiential learning 

Many organizations are comprised of teams where individuals are brought to-
gether to achieve specific tasks. These groups, which can be as small as a dyad, 
are often expected to be more effective than an individual’s solo working effort. 
Depending on the project or task, effective teams have the following char-
acteristics: clear purpose, informality, participation, listening, civilized disagree-
ment, consensus, open communications, clear roles and work assignments, 
shared leadership, external relations, style diversity, and self-assessment (French 
& Bell 1999, 157). Moreover, effective teams are able to harness the power of 
diversity in ideas and skills towards not only successful completion of their work, 
but also outstanding outcomes that would be impossible out of a group. Yet, 
most teams are unable to navigate the challenging interpersonal dynamics re-
quired to maximize team effectiveness. As businesses continue to rely on team- 
based collaborations, the use of small-group interventions are increasingly im-
portant since they are designed to address the unique circumstances that can 
often get in the way of achieving desired team outcomes. 

Theoretical Perspectives on Small Groups and Group 
Processes 

Before we explore the common types of small-group interventions and the 
benefits of interpersonal training on team effectiveness, it is important to 
understand some theoretical concepts of groups, group dynamics, and 
group development. Why is understanding and exploring theory important 
to be an effective practitioner? Well, “Kurt Lewin, the founder of modern 
social psychology…felt that without a bridge between theory and practice, 
theorists would develop theory that would have no application and prac-
titioners would engage in action uninformed by theory” (Schmitt 2012, 7). 
Therefore, it would be a mistake to assume that learning a few techniques 
to facilitate small-group interventions is sufficient for successful outcomes 
without a baseline understanding of the theoretical underpinnings at play. 
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Defining Groups 

A group is comprised of “several individuals who come together to accom-
plish a particular task or goal” (“Group Dynamics” 2019, 494). These can be 
formal groups (put together by someone with authority over those selected  
to be in the group, and participation in compulsory) or informal groups 
(voluntary participation). Some examples of formal groups that come together 
to accomplish a task or goal are project teams, task forces, or working groups 
in organizations. An example of an informal group is one comprised of 
friends seeking to organize a surprise birthday party. However, beyond as-
sembling people for the purpose of completing a task, groups are also de-
fined by commonalities in identity. In fact “a group [also] exists when, two or 
more individuals…perceive themselves to be members of the same social 
category” (Brown and Pehrson 2019, 1). Moreover, this “[s]ocial identity is 
based on attributes shared among members of particular social groups and 
categories. The approach holds that people categorize themselves and others 
according to salient differences in a social comparative context” (Abrams et al. 
2004, 99–138). This categorizing can be based on demographic categories 
such as age, gender, race, national origin, ethnicity, marital status, occupation, 
and education etc. Categories can also be based on ideologies, belief systems, 
and points of view. “Thus, categorization implies shared membership at a 
particular level of inclusiveness, and it is applied flexibly to maximize the 
comparative and normative fit of individuals to their categories” (Abrams et al. 
2004, 99–138). 

Nine High-Level Theoretical Lenses to Support Small-Group 
Interventions 

Poole et al. 2004 inform us that when it comes to research on groups, there 
is a fragmentation that exists in individual disciplines and as a whole, and 
few attempts have been made to integrate theory and research across 
disciplines (1). However, the work of Poole and Hollingshead (2004), 
which was the culmination of a National Science Foundation supported 
project to promote integrative thinking about group theory and research, 
provides a summary of the current state of group theory and research 
outlining nine theoretical perspectives on small groups that can be useful in 
supporting practitioners’ understanding of group dynamics and develop-
ment. See Table 7.1 for a summary of each theoretical perspective listed 
alphabetically. 
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“A group of strangers, meeting for the first time, has within it many  
obstacles to valid communication…The problems of understanding, the re-
lationships that develop in any given group are from one aspect a unique 
product of the particular constellation of personalities assembled” (Bennis & 
Herbert, 1956, 416). Since group dynamics and development come with their 
own complexities, theoretical perspectives can be particularly useful for 
practitioners to gain a deeper understanding of the dynamics occurring in 
groups and subsequent selection of appropriate interventions. In fact, the 
field of organization development (OD) has an extensive number of inter-
ventions that can be classified based on the focus (individual/group/organi-
zation) and the goal (desired objectives). In general, small-group 
interventions can fall under a number of classifications, but are closely 

Table 7.1 Summary of Nine Theoretical Perspectives on Small Groups    

Theoretical Perspective Description  

Conflict-power-status 
perspective 

This perspective explains group dynamics in 
terms of authority, position/rank, resources, 
and social relationships and group structures. 

Feminist perspective This preventative examines at how power and 
privilege are authorized through interactions 
that favor a specific gender. 

Functional perspective This perspective takes a process approach that 
describes inputs and outputs that can help or 
hinder performance. 

Psychodynamic perspective This perspective explores the relationship 
between consciousness, emotions, and logical 
processes of interpersonal interaction. 

Social identity perspective This perspective explains groups in terms of 
belonging and the dynamics of ingroups and 
outgroups. 

Social network perspective This perspective examines the configurations 
and patterns in relationships. 

Social-evolutionary 
perspective 

This perspective asserts that group patterns 
imitate aspects of the theories of evolution. 

Symbolic-interpretive This perspective focuses on the meanings that 
groups hold towards other members. 

Temporal perspective This perspective explains groups in terms of 
transformations that occur over time.    
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aligned to team-building activities, intergroup activities, and education/ 
training activities. Interpersonal training as a small-group intervention is best 
classified under education/training activities that are “designed to improve 
individuals’ skills, abilities, and knowledge…in isolation from his or her own 
work, or one can be educated in relation to the work group)” (French & Bell 
1999, 151). The irony to improving team effectiveness is in making the in-
tervention at the individual level either before, in conjunction with, or after 
team-building activities. With this understanding and awareness that groups 
can be formal, informal, task/goal focused, and/or have some shared  
social identity, practitioners and scholars should begin their evaluation of a 
particular group-based interventions’ appropriateness from these basic 
considerations. 

Burke (2013) asserts that although there is no all-encompassing theory of 
OD there are several theories that are related or connected to aspects of OD. 
“From a group perspective, Kurt Lewin’s work on norms and values, the work 
of Chris Argyris on interpersonal competence and organizational learning, 
and Wilfrid Bion’s theory on the collective unconscious undergird OD prac-
tice” (543). In the next section, we will explore the historical development of 
interpersonal training from the humanistic and psychodynamic theoretical 
perspectives, then introduce common types of small-group interventions, 
their expected outcomes, and benefits on team effectiveness. 

Historical Development of Interpersonal Training: 
National Training Laboratories (NTL), a Humanistic 
Perspective 

One of the most well-known small-group interventions is the T-group, which 
is an abbreviation for Training Group, that is experienced by in individual in 
isolation/away from his or her place of work and among strangers. This in-
tervention has roots in social-psychology and was developed in the mid- 
1940s by the work of Kurt Lewin, Kenneth D. Benne, Leland Bradford, and 
Roland Lippitt. During a two-week workshop that was focused primarily on 
discussions involving ethnicity, the foundational approach to the T-group 
experience was cultivated and ultimately refined by the National Training 
Laboratories Institute for Applied Behavior Science (NTL) (Cooke 1999, 3–4). 
T-groups quickly became one of the most trusted methods of personal and 
professional development for both individuals and OD practitioners alike. 
Early on “[i]n the United States, these [trainings] occurred at the National 
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Training Laboratory in Group Development at Bethel, Maine; Western 
Training Laboratory in Group Development at the University of California, 
and the Research Center for Group Dynamics at the University of Michigan” 
(Sher 2004, 611). 

The approaches used in T-groups are humanistic in nature as opposed to 
psychoanalytical. “The chief difference between the humanistic and psy-
choanalytic approaches is that the humanistic approach focuses on the un-
leashing of potential rather than the curing of pathology” (McLeod & Kettner- 
Polley 2005, 63–99). In fact, NTL became the organization most closely  
associated with humanistic approaches. Over time, NTL workshops were 
known by number of the labels including human relations training, sensitivity 
training, and encounter group training, and most recently, human interactions 
lab (HI labs). As the movement grew in the 1960s and 1970s, there was not a 
clear distinction in methodology or approach to T-groups due to the in-
creased number of independent consulting practices around the United 
States, and there were controversial issues regarding the T-group sessions 
being perceived and possibly experienced as therapy sessions. 

Historical Development of Interpersonal Training: The 
Tavistock Institute for Human Relations, a Psychodynamic 
Perspective 

While NTL was developing one approach to group dynamics and develop-
ment in North America with its T-groups, across the pond in the United 
Kingdom, the human relations conference was developing in Tavistock 
Institute in London in 1946 with financial support from the Rockefeller 
Foundation (Sher 2004), built largely on the work of the Tavistock Clinic 
founded in 1920—an outpatient psychotherapy clinic based on treating psy-
chosis in World War I (French and Bell). According to Neumann (2005), there 
were three key founders “Eric Trist (a clinical and social psychologist), 
Wilfred Bion (a psychiatrist) and Jock Sutherland (a psychologist and 
psychoanalyst)—wanted to foster peace-time applications of war-time ad-
vances in ‘social psychiatry’” (120). “The theoretical father and founder of the 
T-group was Lewin, whereas the human relations conference’s theoretical 
father and founder was Bion” (Burke 2013, 545). In fact, “[h]is theory and 
method have been applied to groups of all sizes, within just about every 
setting imaginable. The most widely taught and cited theories of group de-
velopment…are built on the skeleton of Bion’s theory” (McLeod & Kettner- 
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Polley 2005, 63–99). Moreover, “Bion’s experiments with conducting psy-
chotherapy in group settings, which eventually became known as ‘the 
Tavistock method,’ began at a British military hospital with neurotic patients” 
(McLeod & Kettner-Polley 2005, 63–99). “The Tavistock Institution predated 
NTL by nearly 20 years, and we know that the NTL founders were influenced 
by Bion’s work. There is also evidence that the Tavistock practitioners knew 
of and respected the work of the early NTL contributors, Kurt Lewin in par-
ticular” (McLeod & Kettner-Polley 2005, 63–99). In the United Kingdom, the 
Tavistock Institute of Human Relations worked in conjunction with “the 
University of Leicester though the establishment of a series of residential 
conferences to study group dynamics, and with the European Productivity 
Agency, which was concerned with improving industrial training methods” 
(Sher 2004, 611–612). 

.The assumptions associated with psychodynamic perspectives for which 
the Tavistock Institute are tightly associated posit that “emotional and non-
conscious processes exist within all human groups, and despite the fact that 
these processes are largely outside of group members’ conscious awareness, 
they nevertheless affect the quality of interpersonal interaction and task per-
formance, no matter the specific domain or definition of the task” (McLeod & 
Kettner-Polley 2005, 63–99). Bion described two types of cultures: one where 
groups come together to do logical tasks and another where groups come 
together for reasons other than completing a task (McLeod & Kettner-Polley 
2005). His contribution to the development of the Tavistock method is built on 
these assumptions “to provide a way of treating the group-as-a-whole, in 
contrast to treating individuals within a group setting” (McLeod & Kettner- 
Polley 2005, 63–99). It should be noted that unlike NTL whose workshops 
came to be known by number of the labels, Tavistock groups remained closely 
affiliated with the Tavistock Institute (McLeod & Kettner-Polley 2005). 

Other Theoretical Aspects Connected to the 
Tavistock Institute: Socio-technical Design 

It’s important to note that the Tavistock Institute for Human Relations is 
credited with “originating the concept and practice of socio-technical sys-
tems (STS) design in the 1940s, although the institute is still active…STS 
design, together with social psychology and social ecology, were the three 
major foci of the institute’s concern with improving relations between 
people who were seen as ‘dehumanized’ by modern industrial society” 
(Scacchi 2004, 656). 
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Despite the theoretical differences, “the Tavistock Institute and the NTL 
share the psychodynamic focus on emotions and nonconscious processes in 
groups and the notion that an explicit focus on these processes is beneficial 
for the development of groups” (McLeod & Kettner-Polley 2005, 63–99). 
There has also been some cross-pollination, since “the design of the early  
T-groups certainly borrowed some of the techniques from Bion’s Tavistock 
method. The consulting practice of the Tavistock Institute, in turn, was in-
fluenced by Lewin’s action research techniques” (McLeod & Kettner-Polley 
2005, 63–99). Moreover, both versions of these interpersonal trainings fo-
cused on an individual’s changes and learning occurring within the context of 
a group of 8 to 12 people who are also learning and changing as group 
members themselves (Burke 2013). “A major difference between the two 
versions is that the T-group’s focus is on interpersonal relations and individual 
feedback whereas the human relations.” It could be argued that that both  
T-groups and the Tavistock Method are types of group relations conferences. 
Group Relations Conferences “offers to its participants an opportunity to 
study what happens in and among groups at the same time that it is 
happening…The aim is to bring together experience and thought, emotion 
and intellect, without neglecting one for the other.” Moreover, “[t]he design of 
the conference is such that a number of aspects of authority can be examined 
in a variety of contexts” (Banet Anthony & Hayden 1977, 159). “Role behavior 
is prescribed for the staff, in order to define its authority structure…However, 
no rules are made for the members; they are free to experiment with any 
behavior that they believe will enhance their learning” (160). We now turn to 
a discussion on common types of small-group interventions. 

Common Types of Small-Group Interventions for 
Interpersonal Development 

Within the categories that exist for OD interventions, small-group interven-
tions at the core are structured activities, actions, and strategies selected for 
learning or change in among 15 people or less (French & Bell 1999; “Small 
Groups” 2009). When placed in the context and goal of achieving effective-
ness, in this chapter, a subset of small-group interventions falls under edu-
cation and training activities that are designed to improve technical or 
interpersonal skills, knowledge, and abilities (SKAs) (French & Bell 1999). 
This can be accomplished either by being “educated in isolation from his or 
her own work group (say, in a T-group comprised of strangers), or one can be 
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educated in relation to the work group (say, when a work team learns how 
better to manage interpersonal conflict)” (French & Bell 1999, 151). When it 
comes to interventions designed to improve effectiveness in teams and 
groups this chapter focuses on two interpersonal trainings that take the par-
ticipant action research approach: T-groups/Training groups—also known 
are sensitivity training and encounter groups, and the Tavistock Method. 

T-Group Training 

Earlier in the chapter we discussed the humanistic underpinnings T-groups 
developed by NTL. In fact, ““T-group training,” sometimes referred to as 
“encounter-group training” or “sensitivity training,” traditionally took the form 
of closed-door intensive and unstructured events away from the workplace” 
(Bokeno et al. 2008, 438). More specifically, encounter groups are a “[g]roup 
of individuals who engage in intensive and psychotherapeutic verbal and 
nonverbal interaction, with the general intention of increasing awareness of 
self and sensitivity to others, and improving interpersonal skills” (“Encounter 
Groups” 2001, 220). Sensitivity training was a precursor to team-building that 
evolved in the 1950s and 1960s, focused on increasing sensitivity and 
awareness to the feelings and sentiments of others. This training was “initially 
designed as a method for teaching more effective work practices within 
groups and with other people, and focused on three important elements: 
immediate feedback, here-and-now orientation, and focus on the group 
process” (“Sensitivity Training” 2019, 971). “[T]he objective of T-groups is not 
to solve specific problems. Rather, individual group members learn to take 
what they have learned from the T-group experience to solve their problems 
for themselves” (McLeod & Kettner-Polley 2005, 15). Moreover, T-group ex-
periences aimed to facilitate an environment where participants engage in 
self-disclosure and are able to give and receive feedback (Bokeno et al. 2008), 
all of which are foundational to the awareness needed for interpersonal de-
velopment. It should be noted that NTL adopted the term Human Interactions 
Lab (HI lab) for their T-group trainings. 

The Mechanics of T-groups 

The first T-groups consisted of groups of 10–12 people with two practitioners. 
“A format particularly popular during the height of the T-group encounter 
movement in the 1960s and 1970s was the 2- to 3-day marathon session, with 
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T-group experiences interspersed with other learning activities such as lec-
tures” (McLeod & Kettner-Polley 2005, 63–99). T-groups would meet at var-
ious locations around the country, and in the early days, participants were 
afforded the kind of anonymity the facilitated freedom to share and respond 
to each other in an unfiltered way because they did not know each other. 

Groups consist of a diverse array of individuals by age, race, occupation, 
and social status and meet in a private room for several hours going through 
many of Tuckman’s (1965) stages of development. Sessions had no agenda, 
and the participants are given space to engage in conversations based on 
anyone’s interest. “T-group training involved participants sharing information 
about themselves and each other with a view to learning more about them-
selves, other group members, and the dynamics of the group” (Bokeno et al. 
2008, 438). Moreover, Bradford et al. (1964) help us understand the T-group 
learning experience when they assert “[t]he data [exchanged] are the trans-
actions among members, their own behavior in the group, as they struggle to 
create a productive and viable organization, a miniature society; and as they 
work to stimulate and support one another’s learning within that society” (1). 
They go on to say “T-Group members must establish a process of inquiry in 
which data about their own behaviors are collected and analyzed simulta-
neously with experience which generates the behaviors” (2). There is an in-
terplay between the individual and collective experiences that are grounded 
in an awareness and understanding of feedback from these interactions. “[T] 
he objective is to mobilize group forces to support the growth of members as 
unique individuals simultaneously with their growth as collaborators” (2). 

If there are multiple T-groups being held in the same location, between 
group sessions, there are larger plenary gatherings with other HI labs. In those 
larger sessions, T-group practitioners or NTL staff lead presentations on 
concepts that will be experienced by participants, especially those covered in 
the NTL publication the Reading Book for Human Relations Training. There 
are breakout sessions, and other subgroups called support groups are formed 
to provide opportunities for participants to ask questions of each other. 

The Role of the Practitioner/Facilitator in T-groups 

Marshak (2009) informs us that “the role of the OD practitioner is to collaborate 
or partner with the subject system by facilitating, coaching, or otherwise sup-
porting self-directed change…[In fact,] the first and most essential ingredient is 
to operate from a client-centered, collaborative, and facilitative mind-set” (9). In 
the T-group, “practitioners are usually called trainers, emphasizing their role of 
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education and development” (McLeod & Kettner-Polley 2005, 63–99). At the 
core, trainers are there to support the participants in navigating the group 
dynamics and to manage the emotions that will come up during a given ses-
sion. Depending on the style of the NTL trainer, he or she accomplishes this by 
referencing plenary material, offering reflections on group dynamics, sharing 
observations, and asking questions of an individual or to the group. There have 
also been times NTL trainers insert him/herself into the group dialogue. 

Challenges with T-group Training 

In recent years, T-groups, or HI labs by NTL, are far from anonymous. When 
participants are grouped together their full names are shared and remain visible 
for the duration of the training. Email correspondence to participants is also 
unfiltered. This lack of anonymity will undoubtedly impact the level of vul-
nerability, candor, and authenticity of the experience of some participants that 
come expecting anonymity. Participants in current NTL HI labs are also en-
couraged to define and share their goals for attending the training. These goals 
are also visible to all in attendance. “Unfortunately, not everyone appeared to 
benefit from T-group training. The open and direct feedback that is an integral 
element of this form of training exposed some participants to feelings and 
experiences that they simply could not handle” (Bokeno et al. 2008, 438). In 
addition, the validity of the experience to the workplace was not always clear 
to participants given the unstructured nature of the experience (Bokeno et al. 
2008). Moreover, “the use of T-groups has declined as an OD intervention and 
have mainly been replaced with less touchy-feely team-building activities” 
(Bokeno et al. 2008, 438). The modern changes of the T-group experiences 
offered by NTL may be working against the original intention. By eliminating 
anonymity, introducing support groups (which could turn into gossip sessions), 
and having trainers engage as participants instead of practitioners has disrupted 
the development of an ideal environment where participants can more fully 
engage in the self-disclosure pivotal to maximizing the T-group encounter. 

The Tavistock Method 

The Tavistock Method at its core seeks to support participants in navigating 
unconscious individual-level processes that are manifested in a group context 
(McLeod & Kettner-Polley 2005). In fact, in the Tavistock approach, the in-
dividual’s significance is not elevated except in relationships with others (Sher 

140 ▪ Organization-Development Interventions 



2004). “The individual is a creature of the group, the group a creature of the 
individual. Individuals, according to their capacity and experience, carry within 
themselves the groups of which they have been and are members” (613). 
Moreover “[u]nderstanding groups was the principal research preoccupation of 
the early pioneers of the Tavistock Clinic and the Tavistock Institute of Human 
Relations” (Sher 2004, 611). In fact, the primary objective of the Tavistock 
Institute has been to create a unified theory that could explain unconscious 
relationships between multiple levels in society (Sher 2004). 

The Mechanics of the Tavistock Method and the Role of the 
Practitioner/Facilitator 

The most impactful contribution made by Wilfrid Bion to the Tavistock method 
was to “provide a way of treating the group-as-a-whole, in contrast to treating 
individuals within a group setting” (McLeod & Kettner-Polley 2005, 73). In  
almost direct contrast to T-group practitioners as trainers, “Tavistock group 
practitioners usually are referred to as consultants, emphasizing their role of 
diagnosing and helping to solve problems” (McLeod & Kettner-Polley 2005, 
73). Referencing the work of Whitman (1964), McLeod and Kettner-Polley 
(2005) inform us that when it comes to the Tavistock method “[t]he consultant 
decidedly does not act as a leader, organizer, or practitioner of the group. The 
ambiguity inherent in the situation that ensues is central to the technique” (78). 
The consultant, who attempts to keep a very emotionally neutral posture, will 
ultimately make interpretations about group behavior (even those stemming 
from a single group member) built on evidence-based observations and con-
sider how to allow group members to recognize what he or she has observed 
(McLeod & Kettner-Polley 2005). Moreover, these interpretations are always 
focused on solving a specific problem, and in that way, the Tavistock approach 
is prescriptive. 

From a participant perspective, Banet Anthony and Hayden (1977) give us 
some basic premises that start with the notion that an aggregate collection of 
individuals “becomes a group when interaction between members occurs, 
when members’ awareness of their common relationship develops, and when 
a common group task emerges” (156). However, more importantly, the vital 
aspect of the Tavistock Method is the “belief that when an aggregate becomes 
a group, the group behaves as a system—an entity or organism that is in some 
respects greater than the sum of its parts—and that the primary task of the 
group is survival” (156). Understanding the group as an entity requires  
“a perceptual shift on the part of the observer or consultant, a blurring of 
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individual separate ness. and a readiness to see the collective interactions 
generated by group members” (156–157). Once individuals make the shift to 
group membership, they adopt a collective identity and change in behavior to 
reflect that new identity (Banet Anthony & Hayden, 1977). 

Challenges with The Tavistock Method 

While the Tavistock Institute has maintained a strong reputation and con-
sistent methodology and offerings, they are not as well-known as NTL in the 
United States. Additionally, the Tavistock Method gives more focused atten-
tion on the group experience rather than that of the individual. There is a 
clear benefit to understanding the interplay of the individual and group  
experience, which can be lost with the Tavistock Methodology. 

Expected Outcomes, Benefits and Competencies 
Developed Through Interpersonal Training 

French and Bell (1999) make an important point about interventions when they 
said “interventions do different things; they cause different things to 
happen…These differential results are often exactly what is needed to produce 
change in the particular situation” (149). Through experiential learning, such as 
interpersonal trainings, OD practitioners that serve as trainers, consultants, and 
practitioners of interpersonal training should aim to support participants towards 
outcomes that include: personal development, group development, group  
dynamics, emotional intelligence, self-awareness, and communication skills. 

An individual participating in an interpersonal training can expect the 
following seven benefits:  

▪ Enhanced awareness and discernment of emotional responses in self and 
others  

▪ Ability to learn from and leverage feedback, including one’s actions and 
the actions of others  

▪ Ability to clarify and confront previously unknown inconsistencies in 
one’s values  

▪ Theoretical concepts to help make sense of the experiences  
▪ Increased effectiveness in interpersonal dynamics in one’s environments  
▪ Opportunities to apply new behaviors after the training has ended  
▪ New understanding of how to learn 
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Although the seven benefits noted above are mainly individual outcomes, 
teams can also reap the same benefits when they allow team members to be 
part of the same interpersonal training experience like a T-group but more so 
with the Tavistock approach, which emphasizes interpretations about group 
behavior over individual behaviors. 

Ethical Considerations 

As with most helping professions such as psychiatry and social work, OD 
practitioners should operate from a place of ethos that seeks to support po-
sitive outcomes and not harm. Unlike the discipline of engineering, for ex-
ample, that has a National Society of Professional Engineers (NSPE) and a 
clear code of ethics, or the physician’s oath to “Do No Harm,” there is no 
universal ethical standard for the field of OD. This is in part due to the lack of 
distinctions around what OD is and what it is not. 

However, Banet Anthony and Hayden (1977) outline four boundaries that 
can serve as ethical requirements for OD practitioners serving as consultants, 
trainers, or practitioners in group relations conferences. They begin be stating 
“[b]oundaries are both physical and psychological… A fundamental precept 
of group relations maintains that work is not possible unless some boundaries 
that are known to all members are established and maintained” (163). 
Moreover, “[b]oundaries must be strong enough to maintain the integrity of 
what is contained inside, but also permeable enough to allow transactions 
between the inside and outside environments to occur” (163). 

From an ethical standpoint, “[t]he group relations conference staff main-
tains strict boundary functions in four different areas” (see Figure 7.1 below):  

1. The “Input” Boundary. This is an issue of regulating participation by 
having individuals apply for participation in a conference.  

2. The Task Boundary. This ensures that no events are competing with 
each other and one task occurs at a specified time.  

3. The Role Boundary. This requires that the practitioner or consultant 
remains in his or her role for the entire duration of the conference.  

4. The Time Boundary. This requires all events begin and end on time. 

Given the intense vulnerability that can emerge between participants and 
trainers, practitioners, or consultants, it should be added that OD practi-
tioners maintain a professional distance from participants after the group 
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relations conferences have ended and refrain from personal contact. It is 
also important to maintain confidentiality of participant experiences after 
the facilitation has ended. 

Business Case Example 

Samantha, a mid-level engineer in a large electronics firm was asked by her 
manager to sign up for an NTL HI Lab. Her first thought was “Why should I 
waste my time with this touchy-feely stuff? I have a ton of work to do, and 
I’m going to fall behind on my projects if I take a week off.” Samantha 
asked her manager if attending the NTL Lab was a requirement and ex-
pressed that she’d rather focus on making progress on her projects. While 
acknowledging Samantha’s concern for her project work, her manager 

1. �e "Input"
 Boundary

Regulate Particpation
�rough Applications

2. �e Task Boundary
Ensure No Events Run

Concurrently

3. �e Role Boundary
Always Remain in the

Role of Facilitator

4. �e Time Boundary
Begin and End on Time

Figure 7.1 Summary of Group Relations Staff Boundary Functions. Author’s original 
creation.  
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explained that the team had a plan for the work to continue in her absence. 
Samantha’s manager informed her that although she did great technical 
work, there has been feedback that her interpersonal and communication 
skills on project teams needed improvement. This was not the first time 
that Samantha received this feedback. In fact, Samantha was made aware 
during her performance appraisal last year that if she wanted to become a 
project lead, she’d have to develop different skills to move beyond the 
work and role of an individual contributor, which includes her approach to 
communication. The company was known for promoting from within the 
business so Samantha knew the feedback about her future there was im-
portant. Although she didn’t want to go, Samantha signed up for the  
six-day training in Washington, D.C. While she appreciated the company’s 
willingness to invest in her development, Samantha was still skeptical that 
spending a week with strangers would do anything for her. 

The following will describe some high-level steps in leading a T-group 
facilitation with some elements of Samantha’s experience noted. 

Step 1: Entry 

The T-group experience for all parties involved begins before any face-to-face 
interactions. For the trainers, there are preparation meetings that include de-
ciding who will lead plenary sessions and which colleagues will be paired 
together as co-trainers, as well as discussions on when reminders to the group 
might be necessary. Training administrators, such as the Dean of the training, 
typically contact participants via email ahead of the face-to-face meeting to 
share information to help in preparation for the HI Lab, including: a) letter from 
the Dean with an overview of the HI Lab with a schedule, self-assessment,  
and ways to make the most out of your experience; b) an article defining a  
T-Group; c) T-group guidelines; and d) conditions for lab learning. 

In the case of participants like Samantha, the Dean’s message included a 
special note to those who were “sent” to the NTL T-group. The essence of this 
message is that the participant still has a choice about how he or she can use 
this opportunity and encourages experimenting with a different kind of 
learning among strangers. 

Step 2: Start-Up 

Trainers in NTL T-groups have specific development and training required by 
NTL to facilitate trainings on behalf of the organization, including but not 

Small-Group Interventions ▪ 145 



limited to going through an NTL T-group experience as a participant and 
apprenticeship where they learn T-group facilitation; how to navigate di-
versity dynamics; awareness, prevention, and response to distress reactions; 
and experiential learning, design, and delivery. During the first introductory 
plenary face-to-face sessions of the T-group experience, participants learn 
about logistics, key concepts, the various reasons people participate in T- 
groups, and what to expect emotionally, and they engage in a number of 
small-group activities that allow the trainers to learn more about the partici-
pants. By the end of Day 1, the trainers will have observed enough to de-
termine how to best assign participants to groups to achieve diversity in age, 
gender, race, and role seniority. The full names of all participants, and their 
practitioners, are then listed by group numbers, which is shared on a butcher 
block paper for reference. 

Trainers should aim to create ideal conditions for laboratory learning. 
These conditions help participants to play a part in their learning and the 
learning of others, and to identify and determine alternative behavior choices. 
Trainers frequently “interrupt” participants to remind them to stay in the 
“here-and-now,” if they spend significant time talking about the past. “It is this 
experience that is immediately relevant to members of the group, not what 
has transpired previously. T-group learnings can [also] be transferred to other 
situations, of course, either on behavioral or emotional levels” (Golembiewski 
1999, 185). Ideally, there should be space for experimentation as a means to 
practice and apply new behaviors in an atmosphere of trust. This can only be 
developed though the group’s own dynamics. 

Step 3: Assessment and Feedback 

Although there were some preliminary assessments made about the partici-
pants for the sake of group assignment via the self-assessment questionnaire 
sent prior to the first face-to-face session, and observations on  
Day 1, T-group trainers are not there to provide that feedback to participants in 
the typical ways that change agents would. Feedback, if provided, is given after 
the trainer has some time to make observations of patterns within the group. 
When he or she shares those observations, it is—or should be—presented with 
the caveat that the observation is information for the group to decide what to 
do with it. The group can either ignore the feedback or act. What often hap-
pens when feedback from a trainer is shared is one person might ask the other 
group members, “What should we do?” or the person might try to follow what 
he or she believes was implied by the feedback. 
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The primary source of feedback in the T-group should be from the partici-
pants to one another. It is often in the form of a reaction to a statement, silence, 
or body language. It may be helpful for trainers to model effective feedback if/ 
when a participant’s approach may create more barriers than bridges. For ex-
ample, Samantha received feedback from other participants that the questions 
she was asking came across as accusatory and not curious. This feedback 
brought out a defensive reaction from Samantha, who said that she was just 
trying to understand. While this was her intention, she was not aware of how her 
approach to questions and the type of questions she raised invoked defen-
siveness in others. A T-group trainer intervened during this tense exchange and 
asked those giving feedback to Samantha to do so by saying, “When you 
say______, it makes me feel______, and my wish for you is _________.” This 
approach was helpful for those giving Samantha feedback and for Samantha to 
get clarity on how she was coming across and what she could do instead. 

Step 4: Action Planning 

Early plenary sessions of the NTL T-group allow the participants to outline 
personal goals and outcomes in attending the HI Lab. These are essentially 
action plans for the week. The trainers work with the participants to help 
them to shape their goals. The goals are written on a large sheet of paper that 
remains on the wall of the room that the participants’ T-group will meet in for 
the week. Any additional action plans are determined by participants at the 
end of the HI Lab. Given that Samantha was required to attend the HI Lab, her 
goal for the week was to “see what the T-group was all about.” 

Step 5: Intervention 

Given that training and practice are required to facilitate a T-group, the fol-
lowing only presents a high-level overview of what trainers might be ex-
pected to do. Keep in mind that their style of intervention and choice to 
intervene at all is completely subjective, so the content in Tables 7.2 and 7.3 is 
not prescriptive but summative. 

Step 6: Evaluation 

At the end of a T-group, the participants are provided with an electronic survey to 
assess the plenary practitioners and their own T-group trainers. This is how the 
OD practitioner will know the impact of his or her presence on the participants. 
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Table 7.2 Possible Recursive Approaches Taken by T-Group Trainers During Each 
Session     

Step Action Responsibility  

1 Examine your biases, understand your triggers, prepare to 
manage your emotions and reactions, and adhere to 
confidentiality:   

▪ The effectiveness of a T-group trainer begins with his or 
her own personal development and use-of-self during a 
facilitation.  

▪ Developing an awareness of biases, triggers, or even 
unresolved trauma is imperative and can be 
accomplished through counseling, individual therapy, 
group therapy, coaching, and encounter groups such as 
a T-group, Tavistock Method, or Gestalt OSD training 
programs (see Chapter 4).  

▪ Without personal development prior to facilitating a  
T-group, a trainer’s presence and interventions can be 
ill-timed, inappropriate, offensive, or in the interest of 
the trainer’s emotional needs.  

▪ Trainers must also manage their reactions to T-group 
participants, since comments and interactions will 
invoke an internal reaction. Managing reactions 
includes an awareness of facial expressions, body 
language, staring, and verbal responses.  

▪ T-group facilitators are stewards of vulnerability and 
should not discuss the content disclosed in the T-group 
sessions outside of the parameters outlined in the 
training, namely with other faculty. 

OD Practitioner 

2 Set the stage:   

▪ Connect with your co-trainer before the session and 
discuss when/if either of you will intervene.  

▪ Determine seating that makes sense so that you can 
make clear visual contact with your co-trainer.  

▪ Remind participants of what is common in the T-group 
(e.g., there is not agenda, this is an opportunity to get 
feedback and to experiment).  

▪ Reiterate concepts that were covered in the plenary 
session. 

OD Practitioner 

3 Determine the type of conversations occurring:   

▪ Listen and observe the type of conversations occurring.  
▪ Are participants in the “there-and-then” or “here- 

and-now”?  
▪ Is the conversation aimless and more small-talk related?  
▪ Consider how long you’ll “allow” the small-talk to 

continue. 

OD Practitioner 

(Continued) 
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TABLE 7.2 Possible Recursive Approaches Taken by T-Group Trainers During 
Each Session (Con't)    

Step Action Responsibility   

▪ Determine if a reminder about the “here-and-now” 
might be helpful now or later. 

4 Observe the dynamics developing in the group and consider if 
intervening with feedback on any of the dynamics will be 
helpful to the group:   

▪ What norms are developing?/What is recurring?  
▪ Are there any leaders emerging?  
▪ Who is more vocal? Who is quieter?  
▪ Where are there conflicts?  
▪ Where are there compromises?  
▪ Where are participants struggling?  
▪ How are emotions being expressed?  
▪ What are the power dynamics?  
▪ How are decisions made? 

OD Practitioner 

5 Based on exchanges between participants, provide feedback on 
helpful interpersonal behavior that encourages:   

▪ Using “I” statements.  
▪ Providing examples in lieu of generalizations.  
▪ Expressing feelings, thoughts, and reactions.  
▪ Sharing feedback with others.  
▪ Participating and not just observing.  
▪ Avoiding over-analyzing. 

OD Practitioner 

6 Carefully support participants experiencing strong emotional 
reactions:   

▪ Encourage them to breathe/take a beat.  
▪ Ask them if them are OK.  
▪ Ask what they need, or how you/the group can 

support them.  
▪ Allow them to sit in silence if needed.  
▪ Provide a “hand on shoulder” (if close by) and/or tissue.  
▪ Encourage all participants to journal about their 

experiences. Keep in mind that this is a very brief list 
of possible responses to emotional reactions. Training 
is needed to provide the right level of support without 
potentially harming the participant or observers in the 
group. 

OD Practitioner 

7 Take care of yourself during every break from the T-group:   

▪ Make time to decompress.  
• Spend time away from the group alone. 

OD Practitioner 

(Continued) 
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Long-term effectiveness can be evaluated from the perspective of multiple sta-
keholders, including the participant and his or her family, friends, and colleagues. 

Step 7: Adoption 

Given that participation in a T-group is an individual intervention, the own-
ership for the change was Samantha’s. In the months ahead, she received 
positive feedback from her manager on improvements she made in her 
communication style, namely asking questions out of curiosity and having a 
more personable approach to her team members. She is well on her way to 
developing the kind of competencies expected in project team leaders. 

Step 8: Separation 

A final plenary session is held to facilitate closure, or what is often referred to as 
“re-entry.” Plenary sessions tend to warn participants about the potential emo-
tional upheaval of going back to their normal lives, and participants are often 
admonished not to make major life decisions for at least six months. Small-group 
as well as large-group activities can be designed to allow for sharing aloud or 
written reflections on the experience. One such activity can be to write down a 

TABLE 7.2 Possible Recursive Approaches Taken by T-Group Trainers During 
Each Session (Con't)    

Step Action Responsibility   

• Journal your thoughts and feelings experienced.  
• Connect with other T-group faculty to share 

reactions you were unable to display in the room 
during your facilitation.  

▪ Connect with other T-group faculty for guidance on 
challenges you are experiencing in the group 
facilitation.  

▪ Recognize that you will experience both positive and 
negative emotions1 as a facilitator from the first session 
to the last. 

8 Maintain ethical boundaries with participants:   

▪ Due to the intense emotions often expressed during T- 
group sessions, participants are vulnerable due to the 
trust established in the group.  

▪ It is advisable that trainers maintain a professional 
distance from participants and refrain from personal 
contact after the T-group has ended. 

OD Practitioner    
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short list of things to try when you return to your home or place of work. 
Another is to write down the key takeaways that were gained about oneself from 
the experience. Finally, it can also be helpful to think through how you will 
explain your experience to those who ask about it. Some NTL T-group experi-
ences encourage participants to stay in touch, which is an option that many 
exercise in this new un-anonymous approach to T-group participation. 

Key Lessons Learned 

▪ Since group dynamics and development come with their own com-
plexities, theoretical perspectives can be particularly useful for practi-
tioners to gain a deeper understanding of the dynamics occurring in 
groups and subsequent selection of appropriate interventions.  

▪ One of the most well-known small-group interventions is the T-group, 
which is an abbreviation for Training Group, that is experienced by an 
individual in isolation/away from his or her place of work and among 
strangers. 

▪ The Tavistock Method at its core seeks to support participants in navi-
gating unconscious individual-level processes that are manifested in a 
group context. 

▪ Through experiential learning, such as interpersonal trainings, OD prac-
titioners that serve as trainers, consultants, and practitioners of inter-
personal training should aim to support participants towards outcomes that 
include: personal development, group development, group dynamics, 
emotional intelligence, self-awareness, and communication skills. 

Discussion Questions  

1. What are the advantages and disadvantages of adopting one or more of 
the nine theoretical perspectives on small groups before, during, or after 
an intervention?  

2. Which small-group intervention would you deem the most important for 
an OD practitioner to enroll in as a participant to be more effective? 
Explain.  

3. Compare and contrast the humanistic and psychodynamic approach to 
group-based interventions. Identify at least one situation where one 
approach would be more appropriate over another. 
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4. Are small-group interventions sustainable for long-term team effective-
ness? Why or why not?  

5. Under what circumstances would the Tavistock Method be more 
appropriate than a T-group?  

6. Given the impact of COVID-19 on social interactions, what are some new 
ways of building the competencies expected from small-group 
interventions? 

Tools   

Table 7.3 T-Group Trainer Preparation and Break-Time Checklist       

Directions: Read this checklist to increase your awareness of areas to give attention 
to as a T-group trainer before facilitations, during any breaks, and after the 
training conferences have ended as a baseline barometer to evaluate your 
effectives. 

Have you… Yes No 

⊠ ⊠ 

1 Worked on 
Your Self- 
Awareness   

▪ Examined your biases?  
▪ Gained an understanding of your 

triggers?  
▪ Prepared to manage your emotions 

and reactions?  
▪ Prepared to adhere to 

confidentiality during and after the 
training experience? 

⎕ ⎕ 

2 Set the Stage   ▪ Connected with your co-trainer 
before the session and discussed 
when/if either of you will intervene?  

▪ Determined seating that makes 
sense so that you can make clear 
visual contact with your co-trainer?  

▪ Reminded participants of what is 
common in the T-group (e.g., there 
is not an agenda, this is an 
opportunity to get feedback and to 
experiment)?  

▪ Reiterated concepts that were 
covered in the plenary session? 

⎕ ⎕ 

3 Listened 
Closely   

▪ Determined the type of 
conversations occurring?  

▪ Determined if a reminder about the 
“here-and-now” might be helpful 
now or later? 

⎕ ⎕ 

(Continued) 
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TABLE 7.3 T-Group Trainer Preparation and Break-Time Checklist (Con't)      

4 Observed 
the Dynamic 
Developing   

▪ Considered if intervening with  
feedback on any of the dynamics 
will be helpful to the group?  

▪ Observed what norms are  
developing? What is recurring?  

▪ Recognized if there are any leaders 
emerging?  

▪ Noticed who is more vocal? and 
who is quieter?  

▪ Noticed where there is conflict?  
▪ Noticed where there are 

compromises?  
▪ Observed where participants are 

struggling?  
▪ Observed how emotions are being 

expressed?  
▪ Understood what the power  

dynamics are?  
▪ Understood how decisions are  

being made? 

⎕ ⎕ 

5 Provided 
Feedback on 

Helpful 
Interperson-
al Behavior   

▪ Encouraged using “I” statements?  
▪ Provided examples in lieu of  

generalizations?  
▪ Encouraged expressing feelings, 

thoughts, and reactions?  
▪ Encouraged sharing feedback with 

others?  
▪ Encourage participating and not just 

observing?  
▪ Kindly admonished avoiding over- 

analyzing? 

⎕ ⎕ 

6 Carefully 
Supported 
Participants 
Experiencin-

g Strong 
Emotional 
Reactions  

▪ Encouraged participants to breathe/ 
take a beat?  

▪ Asked participants if they are OK?  
▪ Asked the participant what they 

need, or how you/the group can 
support them?  

▪ Allowed the participant to sit in  
silence if needed?  

▪ Provided a “hand on shoulder”  
(if close by) and/or tissue?  

▪ Encouraged all participants to 
journal about their experiences? 
Keep in mind that this is a very brief 
list of possible responses to 
emotional reactions. Training is 
needed to provide the right level of 
support without potentially harming 
the participant or observers in the 
group. 

⎕ ⎕ 

(Continued) 
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Overview 

This chapter is about the elements of team-based change intervention in  
organizations, as the third level of intervention. Team-level interventions  
attempt to enhance and improve a group or team performance by building 
strong interpersonal relationships and interdependency among the team 
members. This effort could include problem-solving activities, designing 
outcomes and team strategies, setting goals as a team, or effectively  
communicating each team member’s roles and responsibilities. As Rothwell 
William (2015) has mentioned, the possibilities that could arise because of 
team-building interventions are nearly unlimited. Furthermore, he mentioned, 
“Like a great orchestra or a medal-winning soccer team, individual partici-
pation is not nearly as effective as a team whose members demonstrate the 
commitment to the goal and each other” (92). 

In this chapter, readers will become familiar with definitions, character-
istics, and processes of team-building intervention, along with some useful 
information about how team members relate to their team and its structure. 
Chapter 8 covers the following areas: 
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▪ Some definitions related to team-building change intervention  
▪ Key aspects, principles, and stages of team-building  
▪ Team’s place and relevancy to the organization’s culture  
▪ Team members’ competencies  
▪ Role of the team leader  
▪ Effective practices to build and strengthen a team  
▪ Team-building practices and exercises  
▪ Step-by-step on how to conduct a team-based change intervention 

It is not a mystery that individuals build organizations. These individuals form 
departments, groups, and teams within their organizations, regardless of their 
size and dimensions. There is no doubt among professionals that without 
motivated individuals and an effective team, no organizations would survive 
the fierce competition to hold on to their market shares and plans for a 
healthy expansion of their operations by effectively increasing their produc-
tion and service. To accomplish such a worthy task, businesses and organi-
zations go through many change interventions. Some are small as part of the 
day-to-day business processes, and some are larger, what we know as  
organization development (OD). This chapter will shed light on one of the 
most important aspects of OD and change intervention, that being the team 
and team-building, which has direct influence and will make or break any 
organization. To point out the importance of team-building and to have an 
effective team, Rothwell William (2015) gives us a clear definition of OD. “OD 
is usually known to mean bottom-up change effort focused on improving the 
interpersonal relationships of employees. OD usually involves internal or 
external consultants to facilitate the change process. These consultants apply 
the practical aspects of psychology, sociology, anthropology, and political 
science to organizational challenges” (9). 

Definitions and Descriptions 

To assure understanding and provide clarity of the main terminologies in  
this chapter, we are underlining several definitions and distinctions of this 
undertaking: 

Team—Levi (2016) defined a team as a particular kind of group formed  
of individuals who work interdependently to achieve a common goal. 
Businesses and organizations use several distinct types of teams to work on a 
variety of objectives (2016). 
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Team-Building & Team Intervention—Team-building change inter-
vention is one of the most popular types of OD change interventions among 
organizations. Professional OD practitioners and consultants consider the 
interpersonal relationships among team members to be a vital element of a 
team-building process that needs close attention, given that team cohesive-
ness and closeness are critical to the success of this level of change (Rothwell 
William 2015; Rothwell William et al. 2016). 

The 4Cs of Team-Building 

There are four key aspects in team-building that need to be addressed and 
make sure they are handled, and all their relevant elements are in place to 
ensure effectiveness and strength of the team-building undertaking. They are 
the team context, the team composition, the team competencies, and the 
change management skills of the team (Dyer Gibb et al. 2013; Rothwell 
William et al. 2016). These four aspects are also known as the 4Cs of team- 
building and include context, composition, competencies, and change. These 
4Cs determine the quality of team performance (Dyer Gibb et al. 2013; 
Rothwell William et al. 2016). 

Team Context 

The team context element of team-building is about establishing the situa-
tions and conditions that team members would. The team context is about 
organizational factors, such as organization culture, structure, level of lea-
dership, operational systems, and processes that support teams. The use of 
this factor and leadership attention to the quality of these factors directly 
determines the level of an organization’s support for teams, its team mem-
bers, and the team’s desire to grow and be productive (Dyer Gibb et al. 
2013; Rothwell William 2015; Rothwell William et al. 2016). According to 
Dyer Gibb et al. (2013) effective and high-performance teams manage their 
team context by:  

▪ Forming clear, precise, measurable, and attainable goals for their team 
performance.  

▪ Emphasizing critical elements of cohesive teamwork as the foundation.  
▪ Creating an incentive reward system that would praise the team 

accomplishment. 
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▪ Reducing barriers to teamwork that might be generated by restrictive 
organization rules.  

▪ Creating an organizational culture that encourages and promotes 
teamwork.  

▪ Designing and establishing an information system that supports team’s 
decision-making.  

▪ Instituting human resource processes and procedures that support team 
development. 

Team Composition 

The team composition is comprised of the team members, their attitudes, 
behaviors, and how well they conduct their team tasks while working to-
gether. Team composition is consistent with team size; team members’ skills, 
abilities, and work experience; and team members’ motivations (Dyer Gibb 
et al. 2013; Rothwell William et al. 2016). As Dyer et al. described the im-
portance of team composition, “You have to have the ‘right people on the 
bus’ to make things happen as a team and achieve top performance” (15). To 
accomplish such tasks for establishing an effective team composition, the 
organization’s management should conduct the following questions as a form 
of inquiry to having the right people on their teams (Dyer Gibb et al. 2013):  

▪ Do the team members have the necessary technical skills needed for the 
team task or job? 

▪ Do the team members have the essential interpersonal skills and un-
derstand effective communication to collaborate with the rest of 
the team?  

▪ Are the team members displaying a positive attitude, motivation, and 
commitment to the team’s goals?  

▪ Are the team members showing interest in effectively conducting their 
jobs and tasks?  

▪ Do we have the right size team for achieving our goals? 

Team Competencies 

The team competencies concern the team and its members’ ability and 
competence to deal with a variety of issues and conflicts and how they re-
solve the problems, make decisions, and deal with issues in front of them. 
Team competencies are about the team’s ability to collectively work together 
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to accomplish their team’s goals and to keep the team members motivated 
and focused on their desired outcomes (Dyer Gibb et al. 2013; Rothwell 
William et al. 2016). According to Donahue (2018), the term competency has 
become something like a buzzword people are throwing around as some-
thing pointless. On the contrary, in today’s OD efforts, competency-based 
development, and education are regarded as the pathway to the future of 
education/learning, team-building, and OD. “Competencies are the measur-
able and observable knowledge, skills, attitudes, and behaviors (KSABs) 
critical to successful job performance” (21). 

The following are examples of the applicability of the Teamwork and 
Cooperation competency pertaining to the team leader’s KSABs 
(Donahue 2018):  

▪ Establishing team structure, members’ responsibilities, and clarifying 
members’ tasks.  

▪ Creating a team’s purpose that is linked to the organization’s vision, 
mission, and values.  

▪ Facilitating team development activities and processes.  
▪ Acting as a team member and participating in team-building processes 

and activities.  
▪ Implementing an environment of cooperation, collaboration, and 

teamwork.  
▪ Establishing and encouraging team members’ accountabilities linked to 

team goals.  
▪ Promoting critical thinking and creativity among team members.  
▪ Establishing individual and team rewards and recognitions.  
▪ Creating a healthy environment of open and honest communication.  
▪ Inventing, and developing a problem-solving culture. 

Team Change Management 

Teams who are performing at high-performance levels know this essential 
fact; they must be open to change and adapt to new environmental conditions 
caused by the shifting markets, fluctuating economy, and changing laws and 
regulations to stay effective and be relevant in their market. These changes 
include but are not limited to their team context, composition, and compe-
tencies (Dyer Gibb et al. 2013; Rothwell William et al. 2016). “A team that is 
able to monitor its performance and understands its strengths and weaknesses 
can generate insights needed to develop a plan of action to continuously 
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improve” (Dyer Gibb et al. 2013, 18). In this regard, an effective and  
productive team has established its capacity to change by (2013):  

▪ Creating team-building methods and procedures that promote systematic 
evaluation of the effectiveness of their team context, composition, and 
competencies.  

▪ Promoting the fundamental philosophy of “change is necessary and 
good” as part of their organization culture among their teams. 

Stages of Team-Building 

Like any other development and building projects, team-building requires 
development stages. According to Rothwell William (2015), there are six main 
stages in a team-building program which are designed based on the OD main 
intervention models, the Action Research Model (ARM). We will distinguish 
and explain all the following stages in more detail (as part of the eight stages 
of team-building intervention) in our case study, the Business Case Example 
of this chapter:  

1. Preparation. Setting up the approach, having a contract/agreement, 
and explaining the process. 

2. Set-Up and Data Collection. Set up for observations, document re-
views, and one-on-one and focus group interviews. 

3. Data Analysis. Collect, organize, and analyze the data to locate pro-
blems and come with solutions to the problems using interviews for 
collecting resolutions.  

4. Feedback. Provide feedback to the management/owners about your 
data analyses and findings.  

5. Action Planning. Manage and assist the team to come with their action 
plan for resolving their team issues.  

6. Follow-Up. Continue to follow up on the implementation of the team’s 
action plan and provide needed coaching or mentoring. 

Key Principles of Team-Building 

Any organization or group of people who are in the process of placing  
individuals in a team needs to follow some essential standards and clearly 
generated team-building principles (Levi 2016). In a professional domain, a 
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team is considered being an organization by itself which depends on and is 
governed by the notion of interdependency. A team can only be distinguished 
as such when the individuals who form it are willing to work with each other 
to complete a set of tasks and achieve some agreed upon goals or mutual 
outcomes. In this section, we are looking at the necessary conditions for 
building a real team that could work in synchronicity. The prerequisite ele-
ments need to be in place before the team-building process and the basic 
components of team-building. 

Conditions for Building a Real Team 

Hackman Richard (2002) offered the following five distinctive classifica-
tions as basic conditions which must be present if a group considers being 
a team:  

1. Real Existence. Teams cannot occur just in name only; real teams are a 
group of individuals who truly work together to accomplish common 
goals or objectives, not just call themselves a team member.  

2. A Compelling Direction. Team members need to comprehend and 
support a collective purpose.  

3. Enabling Structures. Teams include the appropriate numbers and types 
of individuals who are focused on the appropriate tasks, governed by  
the correct norms and collective values.  

4. A Supportive Organization. Every structure, movement, process, 
action, and system of a real team must accelerate success.  

5. Expert Coaching. A real team engages with knowledgeable leadership 
as an essential element of its success. 

The Prerequisites for Team-Building 

These important principles can help design and build a stable and strong team 
that is positioned for fulfilling a specific business and organizational need  
and requirement, compared to a team that works with uncertainty about its 
direction and purpose, which would be an indication of the team’s weakness 
(Levi 2016; Bakhshandeh 2008; Bakhshandeh 2001):  

▪ Purpose. The process of team-building starts from having a clear and 
precise team purpose that is accepted and supported by all the team 
members and the organization. 
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▪ Specificity. From the beginning, the functions of each team member 
should be clarified. This process will guide the team members both in-
dividually and as a whole through a productive and effective process of 
identifying specific issues and its related problem-solving actions.  

▪ Competencies. It is essential to establish a set of competencies as the 
minimum requirement to be part of the team (based on the purpose and 
main objectives of the organization) and locate the individuals with such 
competencies to fill the team.  

▪ Guidelines. In the beginning, the team should follow a set of guidelines 
which is formulated for the team-building process and assists in re-
structuring the team in the future.  

▪ Authority. The level of the team’s management and the hierarchy of 
authority over the team should be established at the beginning of the 
team-building process and approved by the organization’s senior 
management.  

▪ Category. Establishing the category in which the team will fit in the 
organization is important to the productivity of the team. The team needs 
to know if they work independently or in collaboration with other ex-
isting groups or teams.  

▪ Structure. Any successful team needs a clear structure for the chain 
of command, channels of communication, and the hierarchy of 
leadership. 

Organization and Team Culture and Norms 

Organizational culture has been defined in different ways. Most authorities on 
the subject, however, would agree that “Culture consists of the behavioral 
patterns, concepts, values, ceremonies, and rituals that take in an organiza-
tion.… Cultural values provide employees with a sense of what they ought to 
be doing, and how they should behave to be consistent with organizational 
goals. Culture represents the emotional, intangible feeling which is a part of 
the organization” (Daft 1983, 482). Organizational culture manifests itself in 
only one way and definition but in at least three different levels: 

First Level. The first level of organizational culture is more than dis-
playing and marketing the organization’s slogans, logo, and vision statement. 
It also involves the physical aspects of the organization, and ultimately how 
employees are acting and behaving around the organization’s executive and 
senior managers (Rothwell William & Sredl, 2014a). 
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Second Level. The second level of organizational culture is the organi-
zation’s fundamental vision, mission, values, principles, and beliefs. 
“Experienced employees can usually describe those values and beliefs when 
prompted. The common patterns of employee responses to these items can 
provide clues to the second, deeper layer of organizational culture” 
(2014a, 306). 

Third Level. The third level, which goes the deepest, is manifested by 
rituals, stories, vocabulary, and forms of dialogue. To have a better under-
standing of this level, we shall contemplate the common types of social ac-
tivities in the organization and what these events signify, how the employees 
are explaining, describing, and telling stories about the organization’s past 
events, or the way they are talking about and telling stories about the ex-
ecutives and senior managers or the ways they tell stories about all promo-
tions/demotions, hiring/firing, and other potential issues with psychological 
and emotional charges (2014a). 

The team’s cultures are not separate from the collective culture of the 
organization and the totality of their influences and impacts on the nature of 
the team’s operation and activities. One of the effective ways to recognize an 
organization or a team culture is to conduct what WLP professionals call a 
culture audit. This audit’s results are compiled after an in-depth review of the 
current and existing culture, and comparison to a preferred or desired culture 
has been completed (2014a). 

Team Norms. Team norms are referred to as a set of forces or rules that 
would shape people’s behavior while they are participating in their team at 
the workplace, such as  

▪ Performance norms, which inform or tell us how hard you should 
work at your position.  

▪ Appearance norms, which inform or tell us how you should look 
at work.  

▪ Social arrangement norms, which inform or tell us how you should 
act in your team.  

▪ Resource allocation norms, which inform or tell us how and when the 
team’s or organization’s resources should be used. 

We shall note that some of these norms are clear and obvious to everyone, 
and some are undeclared and just implied. All of the above team’s norms 
combine and mix to form the team’s culture (Levi 2016). 
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Role of the Team Leader as the Change Agent 

As we all know, it doesn’t matter if analyzing the performance problems is 
done perfectly, and the OD practitioner has selected a well-designed and 
relevant performance-improvement intervention for empowering the work-
force to be productive. Change interventions will not work miracles if they do 
not fulfill the organization’s desired outcome for the employees or a team’s 
performance and behavior objectives. This phenomenon is one of the most 
disempowering reasons for change intervention failings: lack of follow-up 
and managing the change. 

Similarly, organizational and team-change interventions can build a work 
environment where the appropriate individuals are chosen at the appropriate 
times and provided the appropriate tools and equipment while rewarded 
within a boundary of the rewarding system corresponding to their personal 
and team efforts. This vital approach and the essential role will be on the 
shoulders of a team leader and a change agent (2014b). A series of skills and 
competencies exists which would develop or enhance the team leaders’ 
abilities to lead and facilitate their teams, especially in a diverse team 
environment:  

▪ Trust Building. Building trust between the team leader and team 
members is one of the most important aspects of working with and 
leading any team. Regardless of any physical or virtual environment, a 
team’s workability and productivity is built over trust. Trust-building 
can be achieved by team leaders promoting and displaying an example 
of being authentic with team members, being respectfully straight and 
sharing their strengths, weaknesses, and personal and professional  
experiences with one another (Kolb 2011; Bakhshandeh 2008; 
Bakhshandeh 2001).  

▪ Patience and Compassion. We must remember that not all the team 
members are working with the same method and speed, especially when 
we are dealing with team members with different language, culture, or 
customs backgrounds. These differences are more apparent in virtual 
teams. Being patient, having compassion and empathy, and under-
standing others’ differences is essential to the process of team-building 
and leading a team effectively (2011; 2008; 2001).  

▪ Active Listening. The ability to listen without judgment, to be aware 
of one’s bias, to stay away from interpretation and not have 
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attachments to the results, in addition to being patient and having 
compassion is the foundation of strong competency in active listening. 
Effective team leaders listen to communication like this is the most 
useful piece of information they are receiving, by listening while 
providing continuous attention to the speakers without interruption, 
and by allowing the speakers to complete their sentences  
(2011; 2008; 2001).  

▪ Time Management. As a team leader, it is important to have an open 
mind about the process, the time to be allotted, and the goals to be 
achieved from this project. An effective team leader has a good under-
standing of the team members’ skills, abilities, and time management. 
This practice can be achieved effectively by also being aware of all na-
tional and international holidays and events that might impact the pro-
ject’s timeline and by marking team members’ vacations on the team 
calendar in advance to avoid gaps in the team’s productivity (2011; 
2008; 2001).  

▪ Express Empowerment and Promotion. The team leader should 
make sure to be aware and acknowledge team members for their hard 
work and efforts with a simple “job well done” expression. Make sure to 
always use “please” and “thank you” in any written and oral commu-
nication; these are tax-free assets to be used without any hesitation or 
cost (2011; 2008; 2001)!  

▪ Sharing the Success. A skillful team leader will make sure to include all 
their team members in the team’s success and share the spotlight with 
them by always expressing the team effort and partnership in the team’s 
accomplishments (2011; 2008; 2001). 

Team-Building Exercises for Maintaining Team 
Effectiveness 

Given the importance of building a strong and effective team and main-
taining team members’ cohesive relations, there are so many team-building 
practices available on the internet or from many different coaches and 
consultants, depending on the nature and design of teams. The following 
two simple but effective exercises are what this author has designed and 
used to bring team members to gather and create a long-lasting relationship 
among them. 
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Empowering Team Members to Invent Opportunities to  
Resolve Conflicts 

Let’s look at how to come up with new practices to empower teams for 
creating new opportunities for relatedness, cohesiveness, and collabora-
tion. Let’s look at the example of team-building. How could we empower 
our team-building process without any despair and resignation? (see 
Figure 8.1). 

Get together with your team, and start brainstorming about all the op-
portunities your team can invent for what you all are doing about your re-
sponsibilities, your processes, and your accountabilities. Look at what is in the 
way of being more cohesive, having stronger bonds, effective communica-
tion, and every other aspect of the team you all desire. You and your team 
could plan to do this exercise on a monthly or quarterly basis and modify 
your new actions as needed. 

Practices for Inventing New Opportunities

New practices we are inventing Old practices we are eliminating

Opportunity #1:

1. 1.
2. 2.

Opportunity #2:

1. 1.
2. 2.

Opportunity #3:

1. 1.
2. 2.

Opportunity #4:

1. 1.
2. 2.

Opportunity #5:

1. 1.
2. 2.

Figure 8.1 Practices for New Opportunities. Adopted from Bakhshandeh (2009, 350). 
Conspiracy for Greatness; Mastery of Love Within. San Diego, CA: Primeco 
Education, Inc.  
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Get your team’s alignment with the top five opportunities (go through the 
process of elimination via democratic voting process), then write the top five 
opportunities, as shown in Figure 8.1, from #1 to #5 opportunities (on the left 
side). Then, start writing under the left column first, “New practices we are 
inventing.” For each opportunity, come up with at least two NEW practices that 
you and your teammates have never done before or have not practiced for a 
very long time, maybe due to resignation and despair (Bakhshandeh 2009)! 

Here is an example: 

New practices we are inventing 
Opportunity #1: Active Listening  

1. I will not interrupt the speaker.  
2. I will ask if they would like to say more.  

These practices could be any opportunities you and your team might choose, 
but you have to remember this important fact; it doesn’t need to be something 
so complicated! “Simple things make the biggest differences in the quality of 
our lives, the quality of our life experiences, and the quality of our relationships 
with others” (Bakhshandeh 2009, 347). After you and your team do that, go to 
the right column and work on the other side, the “Old practices we are elim-
inating” because removing what is not working is as essential as inventing new 
practices. These two sides will work hand in hand by empowering you to have 
the experience and the presence of your opportunities in your personal and 
professional aspects of your life (Bakhshandeh 2009). 

Here is an example: 

Old practices we are eliminating 
Opportunity #1: Active Listening  

1. Stop acting like I am so busy.  
2. Stop saying, “It was not like that.”  

Place the two areas side by side in the format, as shown in the following 
example. After completing this exercise individually or as a team, you can see 
what needs to get practiced and what needs to be eliminated so that op-
portunities can be powerfully implemented. By doing this exercise, you are 
also building some team inspiration, team communication, and team bonding 
based on mutual respect and collaboration. 
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The final result of this exercise on opportunity #1 will look something like this: 

New practices we are inventing 
Old practices we are eliminating  

1. I will not interrupt the speaker.  
2. I will ask if they like to say more.  

Opportunity #1: Active Listening  

1. Stop acting like I am so busy.  
2. Stop saying, “It was not like that.”  

Weekly Team-Building Discipline Rating 

This exercise is designed to develop team members on a set of disciplines that 
has a positive influence on their day-to-day work and productivity and re-
lationships with their team on an individual and team level. This process will be 
managed by team leaders or supervisors. It will be conducted on individuals who 
have some difficulty displaying discipline on their individual accountabilities and 
also not able to maintain the relationship with their team (Bakhshandeh 2008). 

To start, the team leaders or supervisors need to set up the structure for the 
exercise by indicating to the individuals that there is nothing wrong with their 
performance, and this exercise is designed to develop their skills and enhance 
their team involvement and productivity. Explain the structure to complete 
the activity as follows (using Figure 8.2):  

▪ The process will take at least three months.  
▪ We need some track records and average ratings to assess the areas in 

need of development.  
▪ You will submit this weekly rating to your team leader or supervisor 

every Monday morning.  
▪ You are the judge and jury in this game; nobody else is rating you but you.  
▪ The rating skill is from 1 (the lowest) to 10 (the highest) for the presence 

and practice of each discipline at work during the previous week.  
▪ Every Monday morning before starting your work, you will rate your own 

discipline for the last week.  
▪ Every Monday, you will total the raw numbers, divide them by 10, and 

write the weekly average. 
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▪ Every Monday, you will come up with two actions for the following week 
that will bring up your two lowest team-building discipline ratings by at 
least 2 points.  

▪ By the end of each month, you will average the monthly rate and turn it 
in to your team leader or supervisor.  

▪ Start the same process for at least another two months unless your team leader 
or supervisor wants you to continue this rating exercise for additional months. 

Weekly Team-Building Discipline Rating

Date: Month:

Participant: Team:

Team Leader: Department:
Week Number 1 2 3 4 5

Week Starting Date (Mondays)

# Disciplines
Ratings from 1(lowest) to

10 (highest)
As an Individua

1 Apply & practice critical thinking method
2 Display interpersonal skills
3 Practice precise and clear communication
4 Display professional behavior & attitude
5 Show responsibilityfor his/her job & tasks

As a Team Member
6 Use the problem-solving approach
7 Maintaining relationships with teammates
8 Learn from their team’s success & failures
9 Monitoring and practicing what works
10 Communicate with other team members

Weekly Total
Weekly Average

Monthly Average

Two actions for this week that would bring up my two lowest team-building
disciplines’ rating by at least 2 points next week:
Action 1:

Action 2:

Figure 8.2 Weekly Team-Building Discipline. Adopted from: Bakhshandeh, Behnam. 
2008 & Bakhshandeh, Behnam. 2001. What Is Making a Great Team? Unpublished 
workshop on team-building. San Diego, CA: Primeco Education, Inc.  
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▪ Your supervisor or team leader will manage the completion of your 
weekly action plan.  

▪ With the supervisor’s facilitation, every month the whole team will get 
together to share their experiences of this practice and share their action 
plans and results with the rest of their team.  

▪ (Bakhshandeh 2008) 

Business Case Example 

In this section, we will present an example of a case study that will highlight 
the third level of OD intervention, the team-based change efforts, based on a 
need for the improvement of teams or groups, following the standard process 
of an OD intervention. 

An OD intervention in general with a team-based change intervention in 
particular is one of the best investments an organization can provide for its 
stakeholders and their workforce. When teams work cohesively and in sync, 
naturally, the level of production, collaboration, and communication will in-
crease. This, in turn, will cause the turnover and dissatisfaction among the 
workforce to decrease. This balance of events will directly provide higher 
profitability for the organizations, which will have a direct positive influence 
on the quality of the workplace and result in increased compensation and 
benefits for their employees. 

Concerning the importance of the team-based approach and building 
strong and cohesive teams, Bersin et al. (2019), based on one of the research 
questions in the Global Human Capital Trends 2019 survey, reported that 
“Shifting to a team-based model improves performance.” Moreover, 53% of 
participants reported significant improvements in organization performance, 
while 21% reported minimal improvement in the organization’s performance, 
and 6% reported no change in the organization’s performance. The 2019 
survey showed the interest and support for transition from hierarchical to a 
team-operation format are high enough to increase the interest among the 
organization’s C-Suite for preparing their organizations for the future of this 
team approach (Bersin et al. 2019). 

Background 

BMB is a successful and financially secure organization, operating in their 
industry, providing superior products since the late 1950s. BMB  
currently operates from several facilities and a workforce of over 400  
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employees, working together in the team-based format, including teams of 
management, administration, production, maintenance, sales, quality control, 
and shipping. 

Step 1: Entry 

The organization faced substantial turnovers and absenteeism, a lack of ef-
fective communication channels among their departments, the absence of 
teamwork and collaboration, and an overall high level of job/work dis-
satisfaction among their workforce. In 2017, BMB management expressed 
their desire to discover their organizational problems, find solutions, and 
implement action plans to resolve the issues they were facing. As their hired 
OD consultant, we planned a “Change Intervention Project” for BMB based 
on providing a sustainable team-building process to strengthen their team’s 
productivity and collaboration, which would indirectly influence their 
workforce turnover. 

Preparation Meeting 

We were introduced to the organization based on work we had done with 
other organizations and one of the executive’s knowledge of our consulting 
practices with companies having similar organizational issues. We had our 
initiation and preparation meetings with the key executives and senior 
managers and explained who we are, how we conduct our consulting and 
training programs, our history, and mainly how we hold a team-based in-
tervention. We answered their concerns and questions; we talked about the 
details of our contract. We also took the time to explain OD Intervention and 
the Action Research Model (ARM) as the primary process of our team-building 
change intervention. 

We explained the primary plan of action for conducting an effective OD 
change intervention and implementing the nuts and bolts of team-based in-
tervention in two phases:  

▪ Phase 1: Diagnosis and assessment of the situation to understand a) the 
reality of team conditions and impact of it on the organization and b) 
severity of issues they are facing. After completing this phase, the team 
themselves will come up with a plan of action, and with the assistance of 
the OD practitioner as the facilitator, they will decide what they want to 
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do next in regard to setting up training and development workshops and 
how they will build up their team again.  

▪ Phase 2: This phase is about conducting the team-building workshops 
and seminars to provide the training and development aspects of how to 
effectively work together as a team, and possibly come up with new 
processes, procedures, and structures that would support the team and 
benefit not only the organization but also the employees. 

Step 2: Start-Up 

During this step, we conducted several meetings with senior managers, junior 
managers, supervisors, and team leaders to provide information about what 
we planned to do and help them understand the reasons for the potential 
team-building process and its benefits to the organizations as well as the 
employees. We invited them all to express their knowledge of team-building 
and welcomed any input and perspectives for how they think the team- 
building program should progress (Rothwell William et al. 2016). This was a 
good relationship-building effort with all the management team. We made 
sure everyone understood we were coming in as a partner, not as an ad-
versary. This way, we put their minds at ease and minimized their resistance 
to change, at least at this stage of the intervention. We listened to their views 
of what they thought or assumed to be the problems in their team’s 
functioning. 

We explained what would happen next during the 1) team-building di-
agnosis and assessment, and 2) team-building action planning and im-
plementation, including interviews, data-collecting process, and analysis of 
the data. We described our role as the a) coach, and b) facilitator, and what 
we expected from them and their workforce as participants and our partners 
in implementing the successful intervention (2016). We asked the company’s 
president and CEO to clarify the company’s need for this team-based inter-
vention and team-building and express his unconditional support and 
backing for this undertaking. His display of support and alignment caused 
deeper alignment from the rest of the management and leadership body. 

To create a deeper team environment, we invited all managers and lea-
dership bodies who were present at this meeting to go through a short 
brainstorming process and design a purpose statement for their team-based 
change intervention project. They came up with the following statement: “To 
give BMB access to empowering ways to view their current organizational 
breakdowns in the area of staff turnover, employee satisfaction, and team- 
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building; and to provide an opening for BMB to create potential strategies and 
action plans for their success in areas as mentioned above.” Having a 
common purpose was a great way to have a relationship with the manage-
ment team based on partnership and a common goal. 

Step 3: Data Gathering, Diagnosis, and Analysis of Problems 

This step is about gathering information and data about what teams are 
dealing with. With the guidance of the OD practitioner as the change agent, 
team members will observe the results of the data gathering process and 
reflect on them by facing the actual issues in their team. This is the beginning 
of a team working together for a common goal and building stronger inter-
personal relationships (Rothwell William et al. 2016). Furthermore, Cummings 
and Worley (2015) underlined the importance of the collaboration of orga-
nization members and its essential role in the success of the change effort and 
data-collecting activities as critical elements in action research model success. 
Rothwell William (2015) underlined data gathering to be one of the main 
aspects of OD as the process of collecting data as the foundation of planning 
a change intervention. 

Diagnosis and Data Analysis Models 

We used the Open System as the platform for diagnosing model for as-
sessment and analysis of BMB during this project. According to Harrison 
(2005), there are many diagnosis models which treat organizations as an 
Open System (OS). These would assist OD practitioners in selecting topics 
for their diagnosis of organizations while developing criteria for assessing 
such an organization’s effectiveness, collecting data from the organiza-
tions, conducting analysis and providing feedback. By the end of this 
cycle, practitioners can pinpoint the approach that will help their clients 
solve their organization’s issues and improve effectiveness. Yoon (2017) 
explained how open systems work in a cycle of examining an organiza-
tion’s input, transformation, and output, “The output becomes the input for 
the next cycle and transformation occurs in an organization to produce a 
new output while interacting with the environment” (32). Yoon (2017) 
explained the basic features of the open system model and the five main 
key features in order of occurrence: 1) Environment, 2) Input, 3) 
Transformation, 4) Output and 5) Feedback and Congruence. For the 
purpose of diagnosing the organization issues, and using the OS as the 
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central platform, we used the following three diagnosis models:  
a) Individual and Group Behavior Model, b) The Great Place to Work 
model and c) the SWOT Analysis. 

The first diagnosis model we used was the Individual and Group Behavior 
Model which was originally designed by Michael I. Harrison in 1985, and 
through the years has been modified and used on many editions of Harrison’s 
work. According to Harrison (2005) this model’s elements include the 
following:  

▪ Inputs. Human capital (individuals, groups, teams, workers), material, 
financial, intangible, etc.  

▪ Outputs. Goods, services, products, employees’ (individuals, groups, 
teams, workers) well-being and satisfaction.  

▪ Organizational behaviors and processes. Practices the organization 
has adopted to create outputs.  

▪ Technology. Equipment, tools, and systems that would transform inputs 
into outputs.  

▪ Environment. Close environment, such as organization’s competitors, 
customers, partners, suppliers, and investors. Remote environments, such 
as the political system, the economy, social structures, and technological 
advances  

▪ Culture. Society’s (including local and organization’s culture) shared 
values, norms, beliefs, and behaviors. 
(Harrison 2005; Rothwell William et al. 2016). 

The second model we have used was the Great Place to Work Model to design 
the interview protocol for the one-on-one and focus group interviews. 
According to Burchell and Robin (2011), the six elements of a great place to 
work are as follows:  

▪ Trust: Trust involves credibility, respect, and fairness.  
▪ Credibility: Credibility is achieved through open communication, 

competence, and integrity.  
▪ Respect: Respect is reached through support, collaboration, and caring.  
▪ Fairness: Fairness is achieved through equity, impartiality, and justice.  
▪ Pride: Pride can be found in personal achievement, team performance, 

and the company’s status in the community.  
▪ Camaraderie: Camaraderie is built by facilitating intimacy, hospitality, 

and a sense of community in the workplace. 
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The third diagnosis model we used was SWOT Analysis. SWOT is a method of 
data collecting based on the influence of the internal and external environ-
ment in the organization. The origins of the SWOT analysis technique are 
credited to Albert Humphrey, who led a research project at Stanford 
University in the 1960s and 1970s using data from many top companies. The 
goal was to identify why corporate planning failed. 

The research results identified four critical aspects of an organization or  
a team to explore:  

▪ Strengths. Positive tangible and intangible attributes internal to an 
organization. They are within the organization’s control.  

▪ Weaknesses. Factors that are within an organization’s control that 
reduce from its ability to attain the desired goal. Which areas might the 
organization improve?  

▪ Opportunities. External or internal attractive factors that represent the 
reason for an organization to exist and develop. 

▪ Threats. External or internal factors, which could place the organiza-
tion’s mission or operation at risk. 
(“SWOT Analysis” 2009) 

After collecting the data and analyzing it based on the SWOT model, we 
asked all interview participants to brainstorm among themselves to express 
their perspectives and viewpoints based on their professional career and the 
time they participated with BMB to use the four main strategies of SWOT 
analysis findings to point out the following:  

▪ SO; How to use strengths to take advantage of current and future 
opportunities.  

▪ ST; How to use strengths to avoid current and future threats.  
▪ WO; How to overcome weaknesses by using current and future 

opportunities.  
▪ WT; How to minimize weaknesses to avoid current and future threats. 

Data-Collecting Methods 

We started the data-gathering process by implementing four data-collecting 
methods: Historical Document Review, Observation, One-On-One 
Interviews, and Focus Group Interviews. With the help of the Human 
Resources manager, we reviewed employment histories such as exit 
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interviews, termination letters, disciplinary actions, and some other employ-
ment issues that might have something to do with employees’ resentment 
toward managers, supervisors or teammates. This review gave us some  
perspective on the organization’s culture and inner relationships. 

With the cooperation of the management team, we scheduled to be  
present on several team meetings, including senior management monthly 
executive reports, bi-weekly production meetings with junior managers, and 
weekly meetings with supervisors and their team. Besides the team meeting, 
we spent four weeks just observing the workforce’s production process while 
paying attention to their relationships with their supervisors and with each 
other. Their behaviors, their attitudes, and their responses during hard 
deadlines or their conflict with one another. We conducted six one-on-one 
interviews with the top senior managers, such as the CEO, VP, CFO, HR 
Director, and the Plant Manager. We tried to collect data from all the top 
managers to make sure we included their perspectives on the potential issues. 

We also conducted five Focus Group interviews with six people in each 
group. This way, we covered almost all tiers of the workforce who were 
involved with the general floor production process. 

According to McClelland (1994) concerning focus groups, on the one 
hand, group dynamics would be useful for gathering information and data 
about some specific issues. This approach can collect a wide range of insights 
and perspectives from group participation. At the same time, group dynamics 
can be harmful and ineffective to the purpose of data gathering if it is not 
done correctly. Specifically, this can occur when the influence of some par-
ticipants’ opinions causes other participants to take sides and form bias from 
their perspective (2). That being said, we, as the OD practitioners, have to  
be very careful about the design of the questions so they do not persuade 
participants’ perceptions in either direction. 

Step 4: Giving Feedback on Problems 

This step is about the OD practitioner working with the team to give all in-
terviewees (one-on-one or focus groups) feedback on the analysis of pro-
blems. It will be beneficial for the company to encourage all team members to 
provide their feedback to each other about the issues which were uncovered 
during the last step, the “Data Gathering and Analysis of Problems” process. 
The final outcome of this step is to get in alignment and agreement on which 
team problems to undertake now and which ones to solve in the long run 
(Rothwell William et al., 2016). 

Small-Group Intervention: Team-Building ▪ 179 



We gave our feedback report in two separate sessions, once for executives 
and senior managers, and again for managers, supervisors, and members  
of focus groups. After reviewing the entire process of collecting data, listening 
to individuals’ concerns (most being symptoms of a problem), paying atten-
tion to the source of issues/problems, and reflecting on the future of BMB  
and its well-being, the team came up with 32 issues they wanted to address 
and resolve. However, we found the following to be the sources of the  
organization’s issues:  

▪ No vision, clear path, business planning/strategies or long-term planning.  
▪ Uncertainty due to lack of succession planning, open communication, 

and planning the transition period. 
▪ No employment accountability/growth structure and absence of tech-

nical and professional training and development. 

These issues have caused the following among BMB’s workforce:  

▪ Having uncertainty about their future.  
▪ Just surviving the day or an issue and “passing the buck.”  
▪ Being resigned about what is next for them.  
▪ Not being motivated to build something but just going through the 

motions.  
▪ Not taking ownership of the company.  
▪ Not taking any responsibility on issues or being accountable for 

resolutions.  
▪ Expressing their frustrations on others.  
▪ Not feeling their efforts being appreciated.  
▪ Developing an “us” versus “them” attitude. 

We encouraged them to categorize the level of urgency and take on only 
three pressing issues during this team-based intervention change project and 
tackle the remaining issues quarterly or over semi-annual periods. 

Step 5: Data Gathering and Alignment on Solutions 

We went through the same set of one-on-one and focus group interviews with 
a different intention, to collect information about what the team thinks  
about solutions for these uncovered issues/problems. Each individual and 
focus group expressed their views of solutions for the list of issues.  
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We collected and organized the solution list and prepared a feedback report 
on solutions. 

Step 6: Giving Feedback on Solutions 

Once again, due to work responsibilities and production schedule, we 
gave our feedback report on solutions in two sessions, once for executives 
and senior managers, and once for managers, supervisors, and members  
of focus groups. Through the voting and elimination process, they got 
aligned with solutions for all 32 issues, including their solutions for the  
top three issues they wanted to attack during this team-based change  
intervention project. 

Step 7: Action Planning 

Action planning is illustrated and defines how the OD practitioner or 
change agent will work with the organization’s senior management or 
decision-makers and stakeholders to create a plan of action on how to 
implement the desired changes and solutions or selected issues (Rothwell 
William et al. 2016). Simply said, an action plan represents the project 
team’s alignment on what to do to implement the change. They are the 
plans for implementing the change effort and setting the team-building 
objectives for improvement. This plan needs to be designed in detail and 
with clear and precise activities, with the alignment of team members who 
are responsible for executing the action plan. After several drafts of action 
planning, reviewing with the HR department, other department managers, 
and team supervisors, we came with a comprehensive action plan de-
signed to support the solutions for resolving the selected issues. As the 
final act, we obtained BMB’s executive’s stamp of approval for executing 
the action plan. 

Step 8: Team-Building Intervention 

The BMB production structure (several plants, each with two production 
shifts) was a planning challenge by itself. We had to spend many hours 
with the HR department to plan our workshops and training sessions to 
coincide with the production schedule to avoid interruption of the com-
pany’s regular production. With the help of HR and department managers, 
we scheduled a team introduction at the beginning and then divided the 
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teams into three groups. They participated in a series of workshops and 
developmental trainings on three afternoons a week (Mondays, 
Wednesdays, and Fridays) for four weeks and concluded a final session 
with the whole team at the end. 

For team trainings to be conducted effectively, it is important for us to 
understand how teams are functioning and how they are learning. In most 
scenarios, team learning is similar to a social process when members develop 
learning, share what they have learned, while mixing their knowledge and 
shared experiences (Mosson et al. 2019). Through a process of observation 
and focus group interviews, we learn about how these teams work together, 
the level of their team relationships, and how they relate to one another. 
These aspects of team relationships influence how we conduct our inter-
vention process. 

Like any other intervention project, team-building also has stages for 
developing teams through workshops, seminars, exercises, and team 
coaching. According to Rothwell William et al. (2016), the following stages 
are mainly adopted from and based on one of the main OD intervention 
models, the Action Research Model (ARM), with some substages for sup-
porting the readers to understand what they need to implement during this 
intervention. 

Please note that the following structure and table is a representation of 
stages and steps for conducting the actual small-group intervention process, 
while all the information and details of related steps are mentioned above: 
Step 1: Entry; Step 2: Set-Up; Step 3: Assessment and Feedback; and Step 4: 
Action Planning. This step-by-step approach could be easily modified for 
another customer’s team intervention plan as well as an organization 
intervention. 

Table 8.1 represents step-by-step actions needed for conducting an actual 
small-group and team-change intervention and team-building process 
during the whole-intervention undertaking. This is a very effective way to 
support OD practitioners on their approach to the team-building 
intervention. 

As a result of our meetings, workshops, seminars, and teamwork, the BMB 
team resolved many team issues they were facing for several years, and the 
new environment of team cohesiveness, empathy, and compassion for others 
and a common commitment to workability and accountability was created. 
The following is the Communication Charter, which was created as a result of 
team commitment to effective communication and breakthrough in managing 
communication channels. 
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Table 8.1 Step-by-Step Conducting the Actual Small-Group and Team-Change 
Intervention Process    

Phase 1: Diagnosis and Assessments 

This phase is about entry and getting with the organization and their teams to set up 
for the process of data collecting, data analysis, and providing the feedback report.  

a. Introduction & Set Up   

1. Introduction by the organization   ▪ HR department to send a general 
announcement via email or an 
internal memo, introducing the OD 
practitioner and the fact that you will 
see him/her conducting the data- 
collecting process.   

2. Introduction by the Sponsor or  
the Client   

▪ CEO or President to send an email or 
internal memo express his/her 
support of the process and what the 
OD practitioner is doing.  

b. Diagnosis & Assessment Models   

1. Open System (OS as the primary 
model). Looking into and reviewing 
what would influence teams’ 
working environment, their input & 
outputs regarding their productivity, 
and how they are communicating, 
using elements of:   

▪ Technology  
▪ Structure  
▪ Culture  
▪ Members  
▪ Processes   

2. Individual and Group Behavior. 
Reviewing team members’ individual 
behavior and also their behavior in 
their team’s environment about 
productivity and collaboration 
regarding:   

▪ Inputs  
▪ Outputs  
▪ Organizational behavior & processes  
▪ Technology  
▪ Environment  
▪ Culture   

3. Great Place to Work. Concerning the 
team’s cohesiveness and the degree of 
strength in their relationship and  
working together, collect information 
regarding elements of:   

▪ Trust  
▪ Credibility  
▪ Respect  
▪ Fairness  
▪ Pride  
▪ Camaraderie   

4. SWOT Analysis. To understand and 
recognize the influences of internal and 
external environment on team operations 
and procedures, look at team’s:   

▪ Strengths  
▪ Weaknesses  
▪ Opportunities  
▪ Threats 

(Continued) 
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TABLE 8.1 Step-by-Step Conducting the Actual Small-Group and Team-Change 
Intervention Process (Con't.)    

c. Data-Collecting Methods & Instruments   

1. Historical Documents Review. To 
understand the organization’s HR 
policies and influence of systems 
operations and procedures, teams 
look into and review:   

▪ Recruiting and hiring policies and 
processes.  

▪ Company’s policies on personal  
interactions.  

▪ History of HR policy changes and 
reasons.  

▪ History, trends, and reasons for  
turnovers.  

▪ Channels of communication.  
▪ Exit interviews and feedback.  
▪ Termination policies and letters.  
▪ Disciplinary actions.  
▪ Compliance of managers or  

supervisors.  
▪ Availability & history of HRD practices.  
▪ Privacy and confidentiality.   

2. Observation. To understand the 
organization’s and team’s culture 
and how they relate to one another 
or how they are communicating, be 
part of their meetings, and also  
their processes such as:   

▪ Senior management meetings.  
▪ HR team meetings.  
▪ Supervisory meetings.  
▪ Production managers’ planning  

meetings.  
▪ Day-to-day productions and  

processes.  
▪ Behaviors and attitudes toward 

other people and deadlines.  
▪ Relationship between  

supervisors and members.  
▪ Communication models of  

supervisors and members.  
▪ Communication style and model of 

team members.  
▪ Recognition of the team’s culture  

and norms.  
▪ Observation of their work, task, and 

procedures without engagement or 
interference.   

3. One-On-One Interviews. OD 
practitioner should collect data 
directly from top managers to make 
sure they include their perspectives 
and feedback on the team’s potential 
issues, provide and sign 
“Confidentiality and Non-Disclosure 
Agreement” with the interviewee,   

▪ Senior Managers or Executives 
(CEO, VP, COO, CFO).  

▪ HR director or manger.  
▪ Plant managers, department  

managers or supervisors.  
▪ Junior managers who are directing 

teams.  
▪ Team leaders. 

(Continued) 
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TABLE 8.1 Step-by-Step Conducting the Actual Small-Group and Team-Change 
Intervention Process (Con't.)   

display respect by not adding or 
deleting information and data being 
provided, and finally interview one 
or more managers who have direct 
information about team’s operations 
and productivity, such as:   

4. Focus Group Interviews. To collect data 
directly from floor employees who 
have hands-on experience in 
production and the following 
procedures:   

▪ Identify all the primary teams in the 
group/business.  

▪ Select between two to six teams 
(depends on the size of the 
organization and its units) to 
collect data.  

▪ Randomly select five to seven 
people from each team to be in 
each focus group.  

▪ Provide and sign “Confidentiality 
and Non-Disclosure Agreement.”  

▪ Display respect and do not add or 
subtract anything to and from any 
information and data they are 
providing.  

d. Feedback Report   

1. Preparing the Report. This is where the 
OP practitioner presents the 
complete report to the senior 
management team (sponsor and 
client) about:   

▪ The organization’s initial perspective 
of issues.  

▪ What they uncovered and issues  
they find.  

▪ How they find the issues and how 
they diagnosed the issues.  

▪ The actual issues and what the  
symptoms of the issues were.  

▪ What they use for data collecting.  
▪ What the process of finalizing the 

findings was.  
▪ Providing the needs Assessment 

Evaluation (Formative Evaluation).  
▪ Requesting permission to share the 

findings and outcome of diagnosis 
and analysis with department 
managers, junior managers, and 
team leaders.   

2. Delivery of the Report. Nature of the 
meeting and what to use for the 
presentation:   

▪ This is the sponsor or client’s  
meeting, and it is closed to other 
people.  

▪ The content of this report is  
confidential. 

(Continued) 
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TABLE 8.1 Step-by-Step Conducting the Actual Small-Group and Team-Change 
Intervention Process (Con't.)    

▪ Everyone in the meeting will get a 
complete copy of the report.  

▪ Use PowerPoint Presentation for  
better explaining the process and 
findings.  

▪ Receive feedback from the sponsor 
and client.  

▪ Ask what they think they need to do 
at this point.  

▪ What are the organization’s options 
at this point?  

▪ Acknowledge the opportunity for 
conducting this process and 
display your appreciation for their 
business. 

Phase 2: Implementation 

This phase will be delivered after the organization has shown interest in using the 
OD practitioner to facilitate the actual implementation of team-building and 
change intervention.  

a. Setting Up 

Announcement by the organization:   ▪ HR department on behalf of the 
organization and the CEO or 
President will send a general 
announcement via email or internal 
memo, introducing the OD 
practitioner and the fact that you  
will see him/her conducting the  
data-collecting process.  

b .Workshops & Seminars (Training and Development)   

1. In-person Introduction   ▪ Introduce yourself and speak on 
your commitment to serve them.  

▪ Create a background of relatedness 
and rapport.  

▪ Let them know why you are here 
and nothing is wrong with anything 
or anyone.  

▪ Ask them what they are expecting 
from this process.  

▪ Do not try to change their  
expectations, perceptions, or 
mistrust.  

▪ Express your commitment to the 
process, your availability, and their 
success. 

(Continued) 
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Communication Charter  

▪ Upsets. Go to the persons you have an issue with within 24 hours to talk 
to them or to schedule a time to talk to them.  

▪ Coaching/Mentoring. Coaching, mentoring, or providing feedback is done 
with permission only. Always give the other person the space to decline.  

▪ Promises and Requests. When making a promise or request, always 
use the X (what) by Y (date, time), with a condition for fulfillment 

TABLE 8.1 Step-by-Step Conducting the Actual Small-Group and Team-Change 
Intervention Process (Con't.)    

▪ Review the general findings, 
analysis, and assessments with 
them (with prior permission).  

▪ Briefly explain the process of team- 
building.   

2. Series of Training and Development 
Workshops. This is the time that the 
OD practitioner uses a series of 
training and development 
workshops using and implementing 
proven methods and procedures 
that would allow for personal and 
team transformation and change in 
individual and group levels. Some 
potential training sessions for the 
purpose of team-building include:   

▪ Elements of 4Cs of Team-Building  
▪ Critical Thinking process  
▪ Problem Solving process.  
▪ Inventing New Opportunities  
▪ Emotional Intelligence  
▪ Self-Awareness inquiry  
▪ Team-Building Discipline  
▪ Personal Effectiveness approach  
▪ Effective Communication  
▪ How a Great Team Works   

3. Tools and Instruments to Use. You can 
use the following models and 
instruments or come with any other 
proven technology that would 
support your implementation 
process:   

▪ Problem-Solving models. One or 
two of the following models can 
be used: Cause & Effect Analysis 
such as Ishikawa (fishbone), Force 
Field Analysis or Brainstorming 
process.  

▪ “Presence and Use of Emotional 
Intelligence at Work.” Use Table 5.1  

▪ “Self-Awareness Model.”  
▪ “Elements of 4Cs of Team-Building.”  
▪ “Practices for Inventing New  

Opportunities.” Use Figure 8.1.  
▪ “Team-Building Discipline.” Use  

Figure 8.2  
▪ “Roll Play” exercise  
▪ “Critical Thinking” games and team 

activities.  
▪ “Team-Building” activities and  

exercises.    
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formula (your required or desired outcome). Appropriate responses to 
requests are: Accept, Decline, Counteroffer (a promise to respond by a 
different day or time).  

▪ Listening. a) Listen for the possibility or the unknown in what someone 
is saying. b) Listen for your “inner chatter” and what filter you are using 
while you are listening. c) Be responsible for who you are being and how 
you are listening.  

▪ Being Your Word. Communicate specifically to the person you gave 
your word to immediately if you are going to break it and make a new 
promise. Always close the communication cycle. 
(Bakhshandeh 2008) 

Step 9: Evaluation 

The main goal of evaluation of our team-building process is to provide a 
practical view of the team’s progress and feedback on their development to 
the client (sponsor) and the team. We decided to provide our evaluation on 
two general categories, formative and summative formats (as has been 
mentioned in Chapter 5, the individual intervention). 

It would be wise to mention that each OD practitioner should choose the 
category or format of evaluation suitable for each intervention project depending 
on the individual or team level of involvement with the organization and level of 
accountability and influence on the organization’s processes and productivity. 

Formative Evaluations 

The formative evaluation will reinforce or improve the object or topic that was 
evaluated. It will also help researchers or OD practitioners in assessing the 
program delivery or technology, and the quality of their application (Trochim 
William & Donnelly 2008). This author has used the following three formative 
evaluations (Trochim William & Donnelly, 2008) during this team intervention 
process: a) Needs Assessment Evaluation, b) Implementation Evaluation, and 
c) Process Evaluation. 

Summative Evaluation 

The summative evaluation assesses the effect or outcome of an intervention, 
program, or technology by describing what happened as an outcome or 
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result, following the delivery of the intervention, program, or technology 
(Trochim William & Donnelly, 2008). This author has used the following two 
summative evaluations (Trochim William & Donnelly, 2008) during this team 
intervention process: a) Outcome Evaluation, and b) Impact Evaluation. 

Describing and providing a model of measurement evaluating the effec-
tiveness of workshops or the whole intervention is critical to the credibility of 
the change agent or consultant as well as the change intervention project  
as a whole. We asked all participants to complete a short evaluation form with 
five questions based on the Linkert Skill evaluation, two Yes/No questions, 
and an opportunity for additional comment for each session of our workshop 
and seminars. 

Step 10: Adoption 

During the team-building workshops, team members, regardless of their 
position and hierarchy in the organization, had some insights and realizations 
about who they were being and how they operated in their work. They 
looked at what kind of attitude and behaviors they had displayed and took 
ownership for their part in team dysfunctions and team conflicts. This eye- 
opening awareness caused team members to apologize for what they had 
done or who they were being, and they came with a new set of promises 
concerning their new commitment to the team and organization (Rothwell 
William et al. 2016). 

Step 11: Separation 

This is the time when the change agents or OD practitioners are leaving 
the organizations, however, not before they make sure the selected in-
ternal change agent or team leaders are powerfully and entirely in action 
for the change intervention to resume work after they leave (2016).  
We had a decision-making meeting with the executive and senior man-
agement team to assign one person as the Internal Change Agent (ICA)  
in charge of overseeing the action plan and all procedures resulting  
from the intervention. The ICA can be situated to facilitate the change 
implementation process while the senior management team controls  
the content (Sullivan Roland et al. 2013). We set up supporting structure 
for the ICA during Step 12 of the intervention setting. 
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Step 12: Follow-Up 

The follow-up sessions are essential to safeguard the new and exciting 
work environment and what is generated from the team-building effort 
and intervention. Follow-up keeps the results of the change intervention 
in place and creates longevity for the new processes and procedures 
(Rothwell William et al. 2016). We established a monthly meeting with 
the management team and the team leaders for the first three months after 
completing the intervention to review the progress and make any  
potential adjustments. 

Key Lessons Learned 

Out of the work we have done with organizations and teams, we find the 
following distinctions to be vital to the success of any change intervention, 
including the team-based change effort. 

▪ Not Taking Over the Power. It is natural that during a change inter-
vention, the organization’s executive or senior managers feel they are 
relinquishing their power to the OD practitioner. This feeling will cause 
resistance to change and will influence the velocity and speed of change 
intervention (Worley 2012).  

▪ Looking into the Organization’s Design and Culture. It is a 
common practice for the OD practitioner to look into an organization and 
try to understand their design and figure out their strategies (Worley 
2012). That starts with changing people’s behaviors and attitudes, which 
determine their actions. 

▪ Role of Team Members in Change. To be able to successfully im-
plement a change intervention, an OD practitioner needs to understand 
the critical roles that the organization’s members are playing in the 
change effort (Wittig 2012).  

▪ OD Practitioner as Self-Instrument. No OD practitioner can be a 
perfect instrument in the implementation of a change effort without 
having mastery in all aspects of an OD intervention. We can be a vital 
part of the organization undertaking the change and discovering a 
new and empowering way to operate and to be productive (Cheung- 
Judge 2012). 

190 ▪ Organization-Development Interventions 



Discussion Questions 

Consider the following discussion questions to express your perspective on 
the team-building processes. What are the best practices you can implement 
to conduct a practical OD team-based change intervention?  

1. Has your organization used a team-based approach in its attempt to 
improve productivity? 
If Yes, was the approach successful? Why? What was the experience? 
If No, what was standing in the way of your organization implementing 
the team-based approach? 

2. From your point of view, in your organization, is there a strong re-
lationship between teams and the organization’s hierarchy? 
If Yes, what do you think is causing such strengths? 
If No, what do you think is interfering with or causing a weak 
relationship?  

3. How do you describe relationships in your team (if you are a member of 
a team)?  

4. Have you ever been involved with any team dysfunctions and conflicts? 
If Yes, what was the dysfunction or conflict, and how was it resolved? 
If No, what would you attribute to your team’s dysfunction-free operation? 

5. From your point of view, what are the most important values or princi-
ples that would strengthen a team-building process?  

6. What would be the most destructive behavior or attitude that would 
cause un-workability in a team-building process?  

7. Considering what you have read in this chapter about team-building, 
what else would you suggest adding to elements of team-building? What 
was missing?  

8. Do you think professional coaching and OD consulting would make a 
difference for establishing a strong and cohesive team, or adding and 
expanding the knowledge of teams in your organization? 
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Overview 

This chapter is about the organization development (OD) intervention change 
approach for intermediate-sized OD organizations. As Rothwell et al. (2016) 
underlined, OD practitioners often specialize on a certain level of change and 
OD interventions. Among the eight levels of organization change, the OD field 
can facilitate an organization in changes at any level: individual, team, de-
partment, organization, and society (Rothwell et al. 2016, 39). Intermediate- 
sized intervention is the fourth level of OD intervention. This intervention level 
is mostly used for departmental or divisions change efforts, with needs for a 
change in a department or division within the organization. That being said, in 
some cases, the intermediate-sized OD change effort has been used on the fifth 
level of OD intervention when the change is covering the whole organization. 
Clearly, that is related to the size and structure of such organizations. 

In this chapter, the readers will become familiar with some definitions, 
characteristics, and processes of intermediate-sized interventions. This 
chapter covers the following areas:  

▪ Intermediate-sized interventions approach to change  
▪ What is different about intermediate-sized interventions? 
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▪ Variation of OD intervention activities and techniques used on intermediate- 
sized interventions  

▪ Creating an action plan that supports intermediate-sized interventions  
▪ Using online and virtual platform for intermediate-sized interventions  
▪ Step-by-step on how to conduct intermediate-sized change interventions 

The systems of the organization can be approached in five levels: individual, 
group, intergroup, organization, and organization environment (Jones & 
Brazzel 2014). Intermediate-sized interventions are also referred to as inter-
group OD interventions. What distinguishes intermediate-sized interventions 
from small-sized or large-scale intervention is that the intermediate-sized in-
tervention embraces the group of employees who belong to subgroups and 
different team dynamics within the group. One might ask, what is different 
about intermediate-sized interventions? The small-group intervention is de-
signed for a team-sized intervention, and the large-scale intervention is de-
signed for organization-wide interventions or department-wide interventions, 
depending on the size of the organization. The intermediate-sized interven-
tion is more suitable for the group of people who share the same office space, 
common goals to achieve common practices, common norms, or commu-
nicate and collaborate often. 

It would be useful to point out one of the most noticeable elements of this 
level of OD intervention, and that is the fact that given the involvement of 
responsible individuals and needs for working with influential stakeholders, 
the intermediate-sized level of OD interventions and change effort is using 
and mixing elements of other OD intervention levels, such as Level 1, the 
Individual Change; Level 2, the Dyadic and Triadic-Based Change Efforts, for 
change among two or three people; and Level 3, the Team-Based Change 
Efforts, when there is a need for change and improvement of teams or groups. 

Purpose and Importance of Intermediate-Sized 
OD Interventions 

Intermediate-sized OD interventions are suitable for large groups or teams in 
an organization or in society. Given the nature of this OD intervention, the 
OD practitioners have to get a large range of stakeholders to get involved with 
large gatherings and meetings to explain important issues or approaches, 
values, and processes to develop new and empowering ways of thinking and 
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working. This approach is vital to the articulation of a new vision and di-
rection of the organization, or at least resolves demanding and pressing or-
ganizational issues. Besides the importance of this potential achievement, the 
intermediate-sized OD intervention and change effort can provide organiza-
tions, businesses, and groups with the following results:  

▪ Enhanced quality of workforce production  
▪ Increased overall productivity in groups and their organization  
▪ Continuous improvement of the organization’s systems and processes  
▪ Improved quality of the organization’s products and services  
▪ Enhanced competitive edge in their market  
▪ Increased overall profitability 

(Rothwell et al. 2016; Cummings & Worley 2015). 

OD Intervention Activities and Techniques 

After conducting the necessary needs assessment, applying a proper and relevant 
OD diagnosis model and methods, and analysis of the findings, the OD practi-
tioners can use and apply a variety of OD intervention techniques and activities. 
OD intervention activities and techniques are designed to assist and help partici-
pants to understand their current situation and develop new approaches that 
would empower their new committed interest to produce a long-lasting change, 
individually, in groups, or at the organization level as a whole. 

Given the nature of intermediate-sized interventions that are a mix of in-
dividual, team, and group interactions, the following are 20 different variations 
of OD intervention activities and techniques (see Table 9.1) that could be used 
on intermediate-sized interventions or any other levels of OD change efforts. 

Why OD Intervention Versus Traditional Training? 

One might ask why not use traditional training for handling teams, groups, 
departments, or organization problems? According to Rothwell (2015), “tra-
ditional approaches to training can be fraught with problems in today’s or-
ganizations” (7). These potential issues and difficulties can be categorized in 
the following four general classifications:  

1. In a general sense, training efforts habitually lack focus and central aims.  
2. Usually, training is not generating organizations’ management support 

and backing. 
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Table 9.1 Variation of OD Intervention Activities and Techniques     

# Names Descriptions  

1 Needs Assessment Finding disparity among the existing condition 
and the preferred condition (Sleezer 
et al. 2014). 

2 Diagnostic Finding the facts and reality of the client’s 
current situation (Harrison 2005). 

3 Executive Coaching Individual interaction and intervention with a 
senior executive (Bakhshandeh 2002). 

4 Team Building Working with teams to enhance their team 
effectiveness and productivity (Levi 2017). 

5 Intergroup Working with interdependent groups to 
increase effectiveness and productivity 
(Cummings & Worley 2015). 

6 Survey Gathering necessary information to find 
problems and resolutions (Anderson 2015). 

7 Training & Development Improving individuals & teams’ knowledge, 
skills, and abilities (Rothwell et al. 2016). 

8 Techno Structure Improving job design and organization 
structure effectiveness (Cummings & 
Worley 2015). 

9 Work Design Defining tasks, jobs, and the work for each 
position (Rothwell 2015). 

10 Job Enrichment Upgrading responsibilities, accountabilities, 
and scope of jobs (Cummings & Worley 2015). 

11 Process Consulting Improving job processes and production 
efficiencies (Rothwell et al. 2016) 

12 Coaching & Consulting Improving individual’s and team’s behavior and 
defining individual career goals 
(Bakhshandeh 2009). 

13 Career Planning Helping individuals to plan and focus on their 
career and overall future (Rothwell 
et al. 2016). 

14 Third-Party Involvement Bringing in a skilled consultant to manage some 
interpersonal conflicts (Rothwell 2015). 

15 Planning & Goal Setting Improving individual’s and team’s goal setting 
(Rothwell et al. 2016). 

(Continued) 

Intermediate-Sized Interventions ▪ 201 



3. Characteristically, in many cases, training lacks advanced planning and is 
conducted systematically in correlation to the organization’s vision and 
mission and is mostly related to technical issues.  

4. Traditionally, training is not efficiently and effectively connected to other 
organizational initiatives. 

“Each problem warrants additional attention because each may dramatize the 
need to move beyond traditional training—and training as a standalone 
change strategy—to focus on more holistic approaches to enhancing human 
performance” (Rothwell 2015, 7). 

Use of Virtual Participation in Intermediate-Sized 
Intervention 

Given the size and dimensions of a group, business, or organization, which is 
using the intermediate-sized OD intervention, it is expected that many of their 
meetings and discussions are conducted through virtual communication and 
video conferencing. In many cases, this approach is covering different office 
locations throughout a state, a country, or globally. 

Communication technology has changed dramatically over the last several 
decades. Subsequently, online video conferencing and communication have 

TABLE 9.1 Variation of OD Intervention Activities and Techniques (Con't.)    

# Names Descriptions  

16 Problem Solving Improving individual’s and team’s problem- 
solving and conflict-resolution techniques 
(Levi 2017). 

17 Creating a Vision Assisting individuals and organizations to come 
up with an empowering vision for the future 
(Bakhshandeh 2008). 

18 Strategic Management Working on change management and 
fundamental long-term planning (Rothwell 
et al. 2016). 

19 Organization 
Transformation 

Implementing large-scale system change 
(Rothwell et al. 2016). 

20 Organization Redesign Redesigning the organization to reduce stress 
and redefine authority (Rothwell et al. 2016).    
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grown in popularity among academics and business professionals. Online 
communication and connectivity has become an answer to concerns about 
time and financial restraints, geographical spreading, and people’s physical 
mobility limitations (Janghorban et al. 2014). In today’s technical advancement 
of communication technology, there are many audio and video conferencing 
platforms readily available to the public. Skype, Zoom, Go-To-Meeting, and 
FaceTime are four of the synchronous online services that offer organizations 
the freedom and possibility of conducting their business at a distance 
(Janghorban et al. 2014). Also, any verbal and nonverbal signals in online video 
conferencing are offering the same level of authenticity as an onsite interview 
(Sullivan 2012). Ethical issues in online video conferencing are considered to be 
the same as in traditional onsite conferencing (Cater 2011). 

Online interventions are an effective way of helping the workforce manage 
stress and improve performance during an unexpected crisis. The online inter-
vention can be provided through audio/video teleconference. The intermediate- 
sized interventions are appropriate as the intervention can be tailored to the 
target audience who share common goals and practices. Moreover, from the 
management’s perspective, they can expect the maximized impact of OD in-
tervention considering the budget, especially in global health and economic 
crises, by facilitating the right number of employees in one intervention. 

The development of Information and Communication Technologies (ICT) 
has substituted in-person communication with high-touch engagement de-
spite the challenges with maintaining high touch with high tech (Tenkasi 
2018). The participants’ convenience and instructors’ efficiency promotes the 
online learning model continuously, and experts provide the contents in in-
teresting ways through podcasts and webinars depending on the content and 
audiences’ preference (Goodson 2019). 

Action Planning for Intermediate-Sized Intervention: 
Breaking Silos 

Action planning is “a collaborative process of systematically planning a 
change effort. When done effectively, it can mobilize people, improve the 
impact of a change, and accelerate the time needed to achieve results. When 
done ineffectively, action plans will generate little commitment, have a low 
probability of being implemented, and produce unintended negative side 
effects” (Rothwell et al. 2016, 184). Action planning is demonstrated and 
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describes how the OD practitioner or change is working with the organiza-
tion’s management and stakeholders to create a detailed plan of action on 
how to implement the necessary changes and solutions on pressing problems 
(Rothwell et al. 2016). The action plan needs to be premeditated in clear and 
precise activities, with the alignment of management and direct stakeholders 
who are accountable for implementing the action plan. 

Although the group of people within the same department or division 
communicate and collaborate more often than other departments or divisions, 
silos may exist among teams or even within the team. Silos hinder people 
from further collaboration or active cooperation by creating misunderstand-
ings and communication gaps. Intermediate-sized groups which consist of 
teams and subgroups may face challenges occurred by silos within and 
among the teams and subgroups in their assigned intermediate-sized group as 
each team and subgroup has different expertise, tasks, and culture. 

Recognizing and admitting these silos may be challenging, but well- 
designed action planning would maximize the effect of the intermediate-sized 
intervention and enable sustainable change by involving all stakeholders 
throughout the intervention. According to Rothwell et al. (2016), well- 
designed action planning processes include the following elements: a) in-
volve key stakeholders, b) evaluate and prioritize data, c) agree on the 
changes to be made, d) develop a change strategy, and e) clarify roles and 
follow-through on responsibilities. We will elaborate on these elements of 
Action Planning in the Business Case Example section of this chapter. 

Planning and Designing the Approach to an  
Intermediate-Sized OD Intervention 

In this section, we cover methods and models of organization assessment, 
diagnosis, and instruments that were used for the data-gathering process that 
was used on the Business Case Example we are presenting to our readers. 
Accurate and relevant assessments and diagnosis can be accomplished only if 
the OD practitioners provide their clients with collected data, analyses, and 
relevant recommendations that are not only useful but also valid and reliable. 
To meet such standards, the OD practitioners must fulfill the constraints of the 
following three key facets: 1) process, 2) modeling, and 3) methods 
(Harrison 2005). 
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Process 

Creating a trusting relationship between the OD practitioners and their clients 
is vital to the success of any intervention. Support of the intervention by the 
management team and supervisors makes the possibilities of change inter-
ventions a reality. 

Model 

One of the popular organization diagnosis models is the Open System (OS), 
which is proper for the intermediate-sized OD intervention. According to 
Harrison (2005), there are many diagnosis models which treat organizations 
as OS. These would assist OD practitioners in selecting topics for their di-
agnosis of organizations while developing criteria for assessing an organiza-
tion’s effectiveness, collecting data from the organizations, conducting 
analysis, and providing feedback. By the end of this cycle, practitioners can 
pinpoint the approach that will help their clients solve their organization’s 
issues and improve effectiveness. Yoon (2017) explained how open systems 
work in a cycle of examining an organization’s input, transformation, and 
output, “The output becomes the input for the next cycle and transformation 
occurs in an organization to produce a new output while interacting with the 
environment” (Yoon 2017, 32). 

Diagnosing Individual and Group Behavior Model 

While using OS, one of the important elements for understanding an orga-
nization is to understand the organization’s input, output, and relationships 
with the social environment. Harrison (2005) provides the following defini-
tions and descriptions for such elements:  

▪ Inputs. Human, material, financial and intangibles.  
▪ Outputs. Goods, services, products, employees’ well-being and satisfaction. 
▪ Organizational behaviors and processes. Practices that the organi-

zation has implemented to create and support output. 
▪ Technology. Equipment, tools, and systems that would support trans-

forming inputs to an output. 
▪ Environment. a) Close environment: organization’s competitors, cus-

tomers, partners, suppliers, and investors. b) Remote environment: local 
and national political system, the economy and its relevant influences, 
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social structures based on norms and cultures, and technological ad-
vances in the market.  

▪ Culture. Society’s shared values, norms, beliefs, and behaviors that 
would impact and influence the organizational culture, such as a) how 
work is getting done by employees, b) what the model of communica-
tions is among organization, c) how employees are treating their cus-
tomer, and d) the way the organization treats its employees. 

Method 

Given the nature of this type of intervention (groups, divisions, and departments), 
the Qualitative Research Method is the best research method to use in this case. 

Qualitative Research Method 

Given that the qualitative research method is exploratory in nature, qualitative 
data contains variables that are not in a numerical fashion but in the form of 
words, texts, sounds, photographs, and so on. In the qualitative method, 
research questions typically start with words such as “what” or “how,” since 
these words suggest detection or exploration of the variables (Trochim & 
Donnelly 2008). As has been established, the qualitative research method, by 
definition, is exploratory. This method shall be used when the researchers are 
not sure about what to predict or expect in defining the issue at hand or 
creating an approach to the issue. The qualitative research method is used 
when researchers want to dig deeper into the subject matter’s interest and 
investigate different potential aspects related to the investigated issues 
(Rothwell et al. 2016; Sleezer et al. 2014; Trochim & Donnelly 2008). In 
comparison to the quantitative research method, the qualitative research 
method is focusing on texts and words rather than numbers and investigating 
depth rather than scale (Trochim & Donnelly 2008). 

The qualitative research method commonly uses the following techniques 
for data gathering and research: a) observation, b) historical document review, 
c) one-on-one interviews, and d) focus group interviews, while all the data 
come from the field, where the participants are in action, working in their 
natural environment (Sleezer et al. 2014; Trochim & Donnelly 2008). According 
to Trochim and Donnelly (2008), the researchers allow the collected data to 
speak for itself and formulate into a set of themes short of the researcher’s 
potential bias or natural bias of an existing theory or public opinion. 
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The instruments used for the data-gathering section on our Business Case 
Example intervention include 1) Focus Group Interviews, 2) One-One-One 
interviews, and 3) Survey.  

1. Focus Group Interviews. In this group interview method, individuals 
who have something in common (like departments, groups, or divisions) 
are brought together to answer a set of questions and express their ideas, 
perceptions, viewpoints, or opinions regarding a topic of interest or re-
search. Different from one-on-one interviews, the focus group interview 
asks questions and gathers data that is not the only purpose of an in-
terview, but observing the group dynamics and inner relationship among 
the team members are also the focus of the interviewer. Commonly the 
focus groups are made up of five to eight individuals (Sleezer et al. 2014). 
Stopper and Myers (2017) simplified the focus group, describing it as 
follows: “Think of a focus group as group interviews. Just as in informal 
interviews, informal focus groups are simply group conversations fo-
cused on a problem. Formal focus groups, like interviews, can be open- 
ended or closed-ended, and many of the same rules apply” (108).  

2. One-On-One Interviews. Interviews can be in the form of a) structured 
(scripted), which list intentions that will determine the questions to guide 
the interview process, b) unstructured, which list intentions and 
objectives of the interview that are guiding the process, and for which 
questions are not determined or listed in advance or c) semi-structured, 
which initially list objectives and questions that are guiding the process, 
but will consider other undetermined questions that will arise about 
which the interviewer will spontaneously ask. The semi-structured 
interview model is one of the most popular interview methods (Sleezer 
et al. 2014). While vastly structured survey interviews and robust 
questionnaires are used in needs assessments and research, less formal 
and structured interview strategies are becoming more desirable to OD 
professionals and researchers (Deterding & Waters 2018; DiCicco‐Bloom 
& Crabtree 2006). Spencer (2017) described one-on-one interviews as the 
data-gathering approach comprised of numerous bases of evidence, 
indications, and parallel lines of examinations. 

3. Survey. Check and Schutt (2012) defined survey research as “The col-
lection of information from a sample of individuals through their re-
sponses to questions” (160). This method of research provides an array of 
approaches to cause participation and gather data. The traditional 
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description of the survey is a quantitative method approach in the form 
of collecting information from participants by asking various survey 
questions (Trochim & Donnelly 2008). 

Evaluation 

One of the critical aspects of a change intervention is the evaluation of the 
change, which can be potentially conducted in phases such as before (pre- 
intervention), during (intra-intervention), and after (post-intervention) the 
change intervention (Connelly-Jones & Rothwell 2018). What is highly re-
commended is an integrated, multiphase approach to change evaluation 
where the OD practitioner or assigned change agent performs a series of 
evaluations as listed below:  

▪ Pre-Intervention Evaluation: Used to discover and recognize the 
current state of the organization and what is needed to accomplish and 
implement as result of a change intervention.  

▪ Intra-Intervention Evaluation: Used during the progress of the change 
intervention at a pre-selected time of the change process. This evaluation 
will assist the OD practitioner in making necessary adjustments to the 
change intervention process.  

▪ Post-Intervention Evaluation: Used at the end of the intervention. This 
evaluation provides an assessment of the complete results of the change 
intervention. 
(Connelly-Jones & Rothwell 2018). 

Business Case Example 

Designing inter-group intervention is more complicated than when the target 
audience is as simple as a team or as large as a whole organization. The 
following case study presents how inter-group intervention was provided, 
given the circumstances and challenges with which the group is faced. 

Background 

The company, well-known for its leading technologies in the market, recently 
hired a new CEO. The new CEO reviewed all ongoing projects and decided to 
disband the innovation project group, Group X created by the former CEO. 
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Group X has three subteams led by Richard, the group leader. Team A consists of 
12 staff members, Team B of eight staff members, and Team C of five staff 
members. The group members were proud of their initiatives, and they worked 
hard to achieve the goals. However, there were employees who were opposed to 
the projects led by Group X as some of the projects were seen as rather disruptive. 

Step 1: Entry 

When Richard was first told that his team might be disbanded in the 
coming months, he was concerned about his hardworking group mem-
bers. He did not want them to be discouraged and not be able to complete 
the remaining projects. The group members also heard the rumor that their 
group might be disbanded as the new CEO did not like the ideas of the 
former CEO. The group members’ morale dropped, and Richard was 
concerned about their performance. Richard decided to hire Rachel, a  
junior OD practitioner who recently facilitated OD interventions for tech 
companies and therefore organized a workshop for all group members as 
soon as possible. 

Step 2: Start-Up 

The need for the OD intervention was obvious. The group members were 
discouraged to hear the rumor that their group may be disbanded. They 
thought it could have been much nicer if they heard the news formally first 
and not by rumor. Moreover, the workloads were still overwhelming for the 
group, and there were lists of projects to finalize by the end of the year. As 
Rachel was informed of the situation briefly and asked by Richard to facilitate 
the workshop for his group, Rachel initially arranged three forms of data- 
collecting methods: 1) ffocus group interviews with all three teams at separate 
times, using Zoom video conferencing; 2) one-on-one phone interviews with 
each group members to build a rapport and clarify the problem by distin-
guishing the root cause from symptoms; and 3) survey, which was used later 
in the intervention. 

The following questions were asked during the focus group and one-on- 
one interviews, and the preliminary findings of the interviews were shared 
with Richard:  

▪ Can they introduce their work briefly?  
▪ What made the group members achieve the goals so far? 
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▪ What distinguishes the group from other groups?  
▪ What are the key achievements they think they achieved?  
▪ How do they perceive the current situation?  
▪ How do they feel about the new management approach?  
▪ What do they anticipate from this OD intervention?  
▪ What do they want to achieve through this OD intervention? 

Step 3: Assessment, Diagnosis, and Feedback 

After going through the focus group and one-on-one interviews, Rachel learned 
that there was a communication gap between the management and the group. 
For deeper assessment, she conducted a survey with the group. As focus group 
interviews and individual interview results and survey results indicated that the 
group members felt the new management did not appreciate the achievements 
made by the group, she suggested that Richard invite the new management to 
the workshop. The survey was designed to assess group members’ views on 
recent changes and their thoughts on ongoing projects that needed to be 
completed. The survey was intended to get more genuine responses from the 
group members for the following questions, which could be rather sensitive to 
be mentioned during the focus group and one-on-one phone interview. The 
survey adopted the 5-point Likert Scale (1 = Strongly disagree, 2 = Disagree, 3 = 
Neutral, 4 = Agree, 5 = Strongly agree, please see Table 9.2). The anonymous 
responses were compiled, and the results of the online survey were shared with 
Richard and the new management, which substantiated the needs for the new 
management’s participation in the OD intervention.  

▪ Do group members consider current projects congruent with the goals of 
the company?  

▪ Do group members perceive their projects have been successful?  
▪ Do group members feel that their achievement was made by a group 

effort rather than an individual effort?  
▪ Do group members feel that their individual efforts were a more critical 

factor for success?  
▪ Do group members perceive their performance as a high achiever?  
▪ Do group members feel that the company acknowledges their efforts and 

achievements properly?  
▪ Do group members feel that they are engaged with Group X?  
▪ Do group members feel that they are engaged with ongoing projects?  
▪ Do group members feel that they are engaged with the company? 
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▪ Do group members consider new management’s decision affected their 
performance?  

▪ Do group members think they can present a new agenda that could alter 
the current decision? 

Step 4: Action Planning 

Given the nature of the intermediate-sized intervention, the OD practitioner 
requested three team leaders to create action planning for their own group 
intervention. With collaboration from team leaders, considering their schedule 
and availability, and using elements of Action Planning by Rothwell et al. 
(2016), the team of four designed an action plan to implement the intervention. 

Involve Key Stakeholders 

Involving key stakeholders is one of the most critical factors for the successful 
OD intervention as it involves the people who would think of change 
strategy, decide their roles, and implement the change efforts. The key sta-
keholders are the people who make change initiatives and make change 
efforts throughout the processes. The key stakeholders of the intermediate- 
sized group are the group members, group leaders, and senior management. 

Checklist  

▪ Is everyone who is impacted by the change efforts involved?  
▪ Is every voice heard? Louder voices are easier to be heard and regarded 

as leading opinion. A breakthrough idea may be heard from smaller 
voices who tend to think more than speak. 

Evaluate and Prioritize Relevant Data 

Data-driven assessment and decision making help the stakeholders observe 
and assess their situation more objectively and move forward to the next 
step rather than relying on intuition or subjective observation. As an 
intermediate-sized group consists of several teams, an OD practitioner helps 
the stakeholders evaluate and prioritize data by facilitating meetings. During 
the meetings, the OD practitioner helps the stakeholders develop a process, 
clarify the purpose of the change efforts and the desired outcome, and help 
them understand the current status and desired future. 
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Checklist  
▪ Do stakeholders have initiatives in providing relevant data?  
▪ Are meeting plans shared prior to the meeting?  
▪ Are stakeholders aware of the goals before starting the meeting? 

Agree on the Changes to Be Made 

The action plans that stakeholders discussed, developed, and agreed to have 
a longer impact on the changes and lead to a sustainable change. The detailed 
and clear actions specified help the stakeholders follow the action plans when 
the OD practitioner is left after the OD intervention. Once the stakeholders 
agree on the desired outcome that they imagined and developed together, 
they feel more responsibilities and obligations that lead them to be more 
proactive during the change process. 

Checklist  
▪ Are plans detailed enough that stakeholders can follow after the OD 

intervention?  
▪ Are the timeline and milestones specified in the action plan?  
▪ Are actions and roles specified in the action plan?  
▪ Are the plans too ambitious? Fewer actions that can be accomplished are 

better than many actions that can be only partially achieved. 

Develop a Change Strategy 

The success of the OD intervention may depend on how a change 
strategy was developed. During the change process, a change strategy is 
a map that indicates the possible and effective way that helps the sta-
keholders achieve the desired outcome by the changes. A force-field 
analysis is one of the ways to develop a change strategy (Rothwell et al. 
2016). A force-field analysis explains the change mechanism with driving 
forces and restraining forces (Lewin 1951). Market changes, new tech-
nology, a new leader, and stakeholders who lead the change initiatives, 
talents, competencies, and a new generation of the workforce could be 
driving forces. On the other hand, bureaucracy, the size of the organi-
zation, its resistance to change occurred by systematic and technical 
shortcomings, lack of training, or overwhelming tasks can be restraining 
forces. 
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Checklist  
▪ Are possible ways fully explored?  
▪ Are both driving forces and restraining forces identified properly?  
▪ Did stakeholders develop a realistic change strategy? 

Clarify Roles and Follow-Through Responsibilities 

Involving stakeholders throughout the change efforts is key to the successful 
OD intervention, as mentioned earlier. In this regard, as a final step of the 
action-planning process, by clarifying the roles of the stakeholders and 
follow-through responsibilities, the goal of the desired outcome becomes 
associated with their roles and responsibilities, which are imprinted in their 
minds. The typical roles that should be covered are change agent (OD 
practitioner), change leader, change champion, and change team. For these 
roles, one person may play multiple roles depending on the available  
resources, and these roles may be changed during the change process. 

Checklist  

▪ Do all stakeholders understand clarified roles and follow-through responsi- 
bilities?  

▪ Are stakeholders aware that at least one change champion is needed 
throughout the change process? 

Step 5: Intervention 

The intervention was delivered in a two-day off-site workshop. The venue 
was in the same city, but it had a nice view, and being away from their desks 
made the participants feel more refreshed and valued by the company. 
Group X and the new management were invited for the workshop. 

As this was the very first workshop for Group X, Rachel facilitated the team- 
building exercises in the morning of Day 1 to break the ice among Team A, 
Team B, and Team C. The participants were mixed up and randomly assigned 
to five different teams. Rachel intentionally reassigned the teams for each ex-
ercise during the workshop to give everyone the opportunity to be able to talk 
to each other. The fun activities made the participants feel more comfortable 
with the workshop setting and made them feel closer to each other. 

During the team-building exercises, the group members learned that there 
was a misunderstanding among the teams and recognized communication 
gaps within the group. Rachel asked the five teams to write down the 
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important values of Group X in the Sticky Easel Pad. Each team was given 
opportunities to present the achievements of Group X and develop new ways 
of working for the remaining projects. The achievements and core values 
written by the five groups were posted around the walls. 

The new management arrived in the afternoon of Day 1 with coffee and 
donuts. The new management acknowledged the achievements of Group X 
and appreciated the hard work and initiatives in innovation projects. The new 
management listened to the group’s concerns about Group X being dis-
banded and the job security once all remaining projects were completed. The 
new management shared their vision for the company and future direction for 
innovation, and they left. Although the new management heard the group’s 
concerns and answered the questions, the group members were left with 
more questions. 

On Day 2, Rachel reassigned the groups to five teams and directed each 
team to develop new ways of working by incorporating the new vision shared 
yesterday and the ways to solve the internal group problems and also the 
organization’s problems. The reassigned groups had time to develop action 
plans and milestones. Each group was asked to briefly make a presentation to 
others. Although all participants were tech-savvy, they were asked to use 
colored pens and the Sticky Easel Pad. In this way, they could collaborate 
better by reassigning the roles within the group. The person who was better at 
handwriting took the note-taking part. The person who was better at painting 
decorated the background of the pad. The one who was better at verbal 
presentation took the presentation part. Another who was better at presenting 
new ideas took the lead in the brainstorming part. Finally, the participant who 
was better at making summaries supported the note-taking group member. 
Everyone could do each role individually, but through this exercise, they 
could learn how everyone can collaborate better by understanding each 
other’s different strengths. 

At the end of the workshop, they were given a chance to share their 
thoughts and lessons learned. After the workshop, the group members said 
that they felt much closer to each other; realized the silos among Teams A, B, 
and C; shared their concerns to the management; and learned the new visions 
presented by the new management. 

Step 6: Evaluation 

A week after the workshop, Rachel sent an email to all group members 
with the summary of the workshop, pictures from the team-building 
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exercises, and the new ways of solving internal problems and organiza-
tional issues developed by randomly assigned teams. The action plans 
developed by the five teams reflecting the new vision were also shared 
with the new management. Rachel conducted a post-intervention survey 
and shared the results with Richard. The survey response analysis in-
dicated that the group members were more satisfied with their job, felt 
that they were valued by the senior management, were more engaged 
with the group and the company, and felt they collaborated better with 
the teams and the group members after the intervention. Rachel orga-
nized an online meeting with group members to present the summary 
report and post-intervention survey results. The group members  
welcomed her and shared how much the intervention improved their 
performance and how it changed their perception of the current 
situation. 

Step 7: Adaption 

As mentioned in other chapters, this is the time when the OD practitioner 
departs the organization. Before this separation, with the help and sup-
port of three team leaders, Rachel made sure the select a team leader as 
an Internal Change Agent (ICA). The ICA is entirely in charge of the 
change intervention in order to resume the work and maintain the change 
practices after she leaves. The ICA would support the team leaders for 
effective communication and implementation of the selected team’s 
processes and procedures that were selected during the change 
intervention. 

Step 8: Separation 

Rachel recommended and guided Richard to facilitate follow-up sessions 
with his group on a regular basis. The workshop summary report was  
also shared with the new management, and the new management liked 
some of the creative ideas developed during the workshop. During  
the final session, Rachel guided them to celebrate their successful 

adaptation to the changes and close the intervention from her side but to 
continue their efforts for sustainable intervention in the company. 
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Results and Reflection 

Table 9.3 represents a summary of step-by-step actions taken for conducting this 
intermediate-sized OD intervention by Rachel, the OD practitioner. This is an ef-
fective way to support OD practitioners in their approach to intermediate-size 
intervention; however, the length of intervention will vary depending on the size 
of the organization, the organization’s structure, and the availability of the 
workforce. 

Table 9.3 Summary of Steps for Implementing an Intermediate-Sized OD 
Intervention    

Steps Actions  

Entry & Start-Up (Week 1)   ▪ Conduct the initial meeting 
and explain the intervention.  

▪ Submit and sign the contract.  
▪ Set a meeting with a group 

leader.  
▪ Build a rapport with group 

members by conducting a 
phone interview with them 
individually.  

▪ Share preliminary findings 
with the group leader. 

Needs Assessment & Diagnosis (Week 2)   ▪ Select and start the relevant 
Needs Assessment.  

▪ Select and implement the  
selected diagnosis model.  

▪ Assess group members’ genuine 
perception and thoughts on the 
changes and group dynamics.  

▪ Conduct an online survey.  
▪ Analyze the findings, and write 

a feedback report on the 
findings. 

Feedback & Action Planning (Week 3)   ▪ Share the analysis with the 
senior management to secure 
their involvement and support.  

▪ Develop action plans with the 
partnership, with the group 
leader and some senior 
managers. 

(Continued) 
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Despite the successful OD intervention, higher performance of the 
group members, and Richard’s efforts to convince the new management, 
the new CEO decided to disband the group and told the group to finalize all 

TABLE 9.3 Summary of Steps for Implementing an Intermediate-Sized OD 
Intervention (Con't.)   

Steps Actions  

Intervention (Week 4)   ▪ Conduct activities and facilitate 
group work for bringing up the 
differences between the teams 
and group members.  

▪ Help group members get closer 
to each other through activities 
and effective communication.  

▪ Identify internal and external 
communication gaps.  

▪ Invite senior management to 
share the vision of the company.  

▪ Help group members develop 
action plans and milestones.  

▪ Help each group member 
share their thoughts and 
lessons learned. 

Evaluation & Report (Week 5)   ▪ Share the intervention summa 
ries indicating positive effects 
with stakeholders.  

▪ Conduct a post-intervention 
survey, and share the results 
with stakeholders.  

▪ Provide online wrap-up session 
with stakeholders, and 
recommend follow-up sessions 
for continued efforts for creating 
a healthier and more effective 
culture. 

Adaption & Separation (Week 6)   ▪ Have a meeting with the internal 
change agent who will manage 
the maintenance of the 
intervention.  

▪ Guide facilitating follow-up  
sessions regularly.  

▪ Design a mentorship plan, and 
schedule follow-up with the 
internal change agent.  

▪ Celebrate the completion with 
everyone who was involved 
with the intervention. 
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projects led by Group X. At least Richard appreciated the fact that the group 
members felt that their hard work was acknowledged by the management 
and that they learned how to better collaborate with each other, how to 
assign the roles within the group while respecting each other’s strengths, 
and most importantly that their job security was guaranteed. Although 
Richard would no longer be their leader following the completion of the 
final projects, he decided to facilitate follow-up sessions on a regular basis 
to support the group members while projects were finalized to create a 
healthier workplace culture. He believed that once the culture is set, the 
positive effect would be built across the company as the group members 
would be assigned to other teams and groups. 

Key Lessons Learned 

Out of the work that has been done with organizations and their divisions or 
departments using intermediate-sized OD intervention, the following traits 
were found to be essential to the success of such an intervention: 

Designing an Appropriate Approach 

Any successful OD intervention starts with designing a relevant intervention 
approach to problems that would be discovered after a proper assessment 
and diagnosis. Initial assessments, data-gathering processes, and relevant 
analysis will prepare the OD practitioner to assist the client in designing an 
influential and useful action plan to complete the OD intervention. 

Communication 

Communication among management and leadership structure of the organi-
zation and key stakeholders is vital to the success of any intervention, espe-
cially the intermediate-sized OD intervention, which is designed for working 
inner-division issues. Clarity of communication, authenticity in communication, 
and being open to addressing issues among members are the backbone of a 
successful relationship, personally and professionally (Bakhshandeh 2015). 

Building Relationships 

Building relationships among people is one of the most important elements of 
any team or group work (Bakhshandeh 2009). This factor is real and includes 
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any OD intervention that involves more than one person, and intermediate- 
sized OD intervention is not an exemption to this essential factor. One of the 
OD practitioner’s unspoken responsibilities is to cause members to bond and 
have a trusting relationship in order to build a successful intervention among 
their teams, groups, divisions, or organization. 

Trusting the Process 

OD Practitioners should trust the proven process of an OD intervention and 
change efforts without changing the dynamics of any OD interventions of any 
level or size. OD processes, models, and methods are the cornerstones of 
successful OD intervention deliveries. 

Discussion Questions 

In the end, we are inviting you to look into the following discussion questions 
and scenarios about intermediate-sized OD intervention: 

1. From your point of view, when is the use of intermediate-sized OD in-
tervention most appropriate and useful to an organization?  

2. What elements or characteristics of an organization make you select an 
intermediate-sized OD intervention over a team-building intervention?  

3. Has your organization used an intermediate-sized OD intervention? 
If Yes:  
• What were the circumstances that made it appropriate for 

intermediate-sized intervention?  
• What was the role of the OD practitioner for a successful intermediate- 

sized intervention?  
4. Have you, as an OD practitioner, conducted an intermediate-sized OD 

intervention? If Yes:  
• What were the important elements that needed to be considered when 

you designed an intermediate-sized intervention?  
• Did you encounter any resistance from the management before and/or 

during the implementation of the intervention? If you did, how did you 
resolve the resistance? 

5. As a decision-maker in your organization, what type of behavior or at-
titude did you notice among your groups that directed you to choose an 
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intermediate-sized OD intervention for that division or section of your 
organization? 

6. From your point of view, what are the most important values or princi-
ples that would strengthen an intermediate-sized OD intervention 
process?  

7. As a member of one of the groups, how do you describe relationships 
among your groups and other related groups after the intermediate-sized 
OD intervention? 
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Overview 

Large-scale intervention (LSI) is more an art than a science. The organization 
development (OD) practitioner who orchestrates a large-scale change inter-
vention must be an artist. Their craft is in that they must use whatever tools 
they have available. When used together, they lead organization members 
and stakeholders to generative results and solutions that the organization 
requires. Today’s world increases in complexity with each significant devel-
opment in healthcare treatments or technologies. The way goods and services 
are delivered and consumed changes daily. This constantly morphing orga-
nizational backdrop of unplanned change requires OD practitioners and 
change leaders to meet change head-on. OD practitioners help stakeholders 
examine their organizational systems to understand better and predict how 
their organizations will react to a pre-identified change event or a future 
change event before it occurs. This chapter focuses on the following:  

▪ Identify key terms and phrases associate with LSIs  
▪ Discuss types of LSIs typically used by OD practitioners  
▪ Why use LSIs?  
▪ When to use LSIs  
▪ Illustrate the application of LSIs to a business case study  
▪ Introduce an LSI-focused tool 

Typical Large-Scale or Whole System Interventions 

According to Jacobs (1994), whole system change is used in conjunction with 
different large-group methods to explore organization change at a specific 
time (Arena 2009). As Dannemiller et al. describe it, the purpose is working to 
create pivotal moments throughout the organization system while developing 
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a “one-brain, one-heart” mantra that permeates the entire organization at 
every level (Arena 2009, 49). Therefore, OD practitioners help in the sense-
making process for primary stakeholders. Sensemaking is “the creation of 
reality as an ongoing accomplishment that takes form when people make 
retrospective sense of the situations in which they find themselves when 
shaping organizational culture and behavior” (Weick 1995, 231). Yabome 
Gilpin-Jackson reminds us that “large-scale and similar organization devel-
opment (OD) interventions work to generate meaningful conversation, con-
nection and deepened relationships between partners in change, as well as 
alignment to action and organization effectiveness outcomes” (Gilpin-Jackson 
2017, 419). Gilpin-Jackson indicates that the number of types of LSIs jumped 
from 18 to 61 in a decade (Holman et al. 2007). The following list is by no 
means an exhaustive list of those, but a list of a sample of LSI’s (also called 
large-scale OD interventions, or LODI’s). 

Three Different Strategies to Large-Scale Change—An 
Integrated Approach 

OD has grown and evolved since its beginnings, as has the perspective on 
how to effectuate and manage change. An OD strategy is a “plan of action 
defining how an organization will use its resources to gain a competitive 
advantage in a larger environment” (Cummings & Worley 2015, 791). An OD 
intervention is “any action on the part of a change agent—OD interventions 
require valid information, free choice, and a high degree of ownership by the 
client system of the course of action” (Cummings & Worley 2015, 788). “Large- 
Scale Interventions (LSI) are an approach for organizing sustainable changes 
with the active involvement of stakeholders throughout the whole system” 
(“Large Scale Interventions English” n.d.). LSI is an integrative, systematic 
approach to managing change that integrates three critical aspects of an or-
ganization into a coordinated change effort strategy. According to Brown 
(Brown 2011, 148), there are three basic strategies to change: structural, 
technological, and behavioral. The sociotechnical systems approach to 
change is an approach that is a matrix of connections between all three 
change approaches. Figure 10.1 captures the flow between the OD practi-
tioner and improved performance while integrating the three different change 
strategies, the responses to the strategies, and the goals of each. Note the 
simultaneity of each of the strategies working in concert toward improved 
performance (see Figure 10.1). 
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LSI for Strategic Planning for the Organization 

SWOT Analysis 

Change leaders use SWOT analysis, a brainstorming technique, as a strategic 
planning tool. According to Phadermrod et al., “It helps the organization to 
gain a better insight of their internal and external business environment when 
making strategic plans and decisions by analyzing and positioning an orga-
nization’s resources and environment into four different categories (regions): 
Strengths, Weaknesses, Opportunities, and Threats” (Phadermrod et al. 2019, 
194). SWOT analysis is one of many tools in a strategic planning process. 
SWOT’s advantage is its simplicity. However, what makes it attractive (sim-
plicity) can be a disadvantage, suggesting that most vocal stakeholders re-
ceive the most credence. 

SOAR Analysis 

SOAR is another innovative strengths-based analytic, strategic planning ap-
proach. SOAR engages the whole system and integrates Appreciative Inquiry 
(AI) within the strategic planning framework. SOAR becomes a part of a 
transformational process that focuses on inspiring organizations to envision a 
future version of itself that is much better than it is currently. Intentionally 

Figure 10.1 An Adapted Integrated Approach for Large-Scale Change. Adapted from 
(Brown 2011, 151).  
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omitting the negative, deficit-based Weakness and Threat categories featured 
in SWOT, SOAR focuses on Strengths, Opportunities, Aspirations, and Results 
(forming SOAR). By focusing solely on these positive quadrants, the inter-
vention builds dynamic, sustainable relationships among stakeholders while 
envisioning today’s organization and the future. SOAR, as part of the strategic 
planning process, can be the basis for an organization’s mission, vision, and 
values statements creation or editing. Additional SOAR applications focus on 
strategic and tactical planning as a conduit to higher stakeholder engagement 
to yield transformational change. Holman et al. (2007) identify the SOAR 
process to include:  

▪ Inquiring into strength and opportunities  
▪ Imagining the best pathway to sustainable growth  
▪ Innovating to create initiatives, strategies, structure, systems, and 

plans; and  
▪ Inspiring action-oriented activities that achieve results (Holman et al. 

2007, 379) 

Whole System Transformational Change 

Whole System Approach (WSA) coordinates and integrates multiple organi-
zational change initiatives into one structured, collaborative change initiative 
focusing on the whole. Seeking organization-wide change, WSA is a platform 
for large-scale employee engagement to generate peak employee perfor-
mance and highly effective leadership. Unique to WSA, the system focuses on 
stakeholders and potentially engages external stakeholders, including custo-
mers, vendors, suppliers, contractors, and others who might be impacted by 
the potential change or currently being impacted by the presenting problem. 
According to Holman et al. (2007), organizations that invest in WSA can 
anticipate:  

▪ Accelerate the speed of change implementation  
▪ Stimulate cooperation, engender commitment, and reinforce teamwork  
▪ Generate organization-wide ownership of efforts with all stakeholders  
▪ Produce results that could not have been accomplished using traditional 

methods  
▪ Develop organizational self-reliance and resiliency for sustaining a 

thriving organization 
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▪ Achieve successful fundamental change and corporate re-invention 
(Holman et al. 2007, 443) 

ERP Implementation 

“Because they are designed to fit the needs of many organizations, enterprise 
systems are built to support generic business processes that may differ quite 
substantially from the way any particular organization does business” (Markus 
& Tanis 2000, 177). Enterprise Resource Planning (ERP) enables and simplifies 
complex organization (usually business-related) activity information sharing 
between different parts of the organization into smoother flows. Often re-
ferred to as ERP systems, ERP applications guide business activities across 
organizational boundaries such as departments or divisions. Large-scale ERP 
interventions generate solutions directed at resource efficiency and structural 
changes to improve workflows. 

Markus and Tanis’ four-phase model focuses on the importance of 
these critical success factors across ERP implementation and upgrade 
phases. The importance of these factors across the ERP implementation 
stages and upgrade is very similar to tasks associated with a traditional OD 
process. The Chartering step prompts similar activities found in OD entry 
and start-up where practitioners develop a “business plan and vision” and 
lobby to secure “top management support and championship” (Nah & 
Delgado 2006, 1). Nah and Delgado go on to describe “‘ERP Team 
Composition, Skills and Compensation,’ ‘Project Management’ and 
‘System Analysis, Selection and Technical Implementation’” as being a 
critical part of the Project phase (Nah & Delgado 2006, 1). Next, Nah and 
Delgado describe “‘Change Management,’ and ‘Communication’ as es-
sential during the Project and Shakedown phases” (Nah & Delgado 2006, 
1). Finally, Nah and Delgado describe the fourth stage of Markus and 
Tanis’s ERP change model as “‘Change Management’ and 
‘Communication’” as essential to the Project and Shakedown phases (Nah 
& Delgado 2006). 

Search Conferences 

The search conference intervention is a highly participative strategic planning 
and policymaking tool. Practitioners use search conferences to develop and 
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establish strategic and tactical goals for the organization. The search con-
ference objective is to create action plans for the integration of ideas gener-
ated during the process. Search conferences focus on issues that impact 
conference participant invitees. According to Holman et al. (2007), search 
conferences are best with groups of no more than 35 people and typically 
occur over two days. Holden indicates that search committee interventions 
can also lead to new systems to manage future issues or issues that remain 
unaddressed from the past. Search committee interventions are based on 
open systems theory and consider the entire organization system and its 
operating environment. Search committee interventions integrate both 
system-related observations and environmental element observations when 
formulating action strategies. By considering these two system boundaries, 
the impacted community of stakeholders can gradually use the generated 
information as the basis for growth in other areas of the system and organi-
zation (Holman et al. 2007, 351). 

Open Space Technology/Open Space Meetings 

Stakeholders “self-organize” around everyone’s conference theme-related 
interests. There is little structure, so the intervention is free-flowing within 
the OD practitioner/practitioner’s boundaries. Cummings and Worley 
(Cummings & Worley 2015, 313) indicate that there are two sets of norms 
that, though mutually exclusive, are at the heart of the intervention’s 
success. If these norms are not followed, the intervention is destined to 
fail. Cummings and Worley identify the first of the two norms as the  
“law of two feet,” which prompts participants to take responsibility and be 
accountable for their behavior. These behaviors include attending meet-
ings and going to discussions, which are the centers for collaboration, 
engagement, and learning. The authors describe different participants as 
either “butterflies” or “bumblebees.” Butterflies attract others to engage in 
informal conversations that would probably not occur in formal settings 
such as meetings. Bumblebees move from group to group, contributing 
knowledge and new ideas to each of the conversations in which they 
participate. 

Cummings and Worley (2015) refer to the next set of norms as the “four 
principles.” The first principle accepts that whoever participates in the 
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discussion is the right type of person to be involved. Next, the second prin-
ciple features the concept of personal responsibility into the discussion mix 
and that participants should remain flexible and prompt others to action. The 
third principle focuses on the intervention’s temporal nature, suggesting that 
things develop in their distinctive way, at their unique pace, in their own time. 
The fourth and final principle of open space focuses on the finality of the 
session. The discussion is done when it is done. This principle states that 
there is no obligation to continue discussions or meeting to satisfy any other 
requirement once the initial time requirement and debate or brainstorming is 
concluded (Cummings & Worley 2015, 317). 

World Café 

The World Bank defines the World Café technique as a “format of colla-
borations designed to yield deeper insights into pressing collective issues” 
(Watkins et al. 2012, 132). OD practitioners invite stakeholders to share 
conversations in group settings to generate ideas and opinions to formulate 
actions and solutions to address troubling needs. The World Café intervention 
is a popular, highly collaborative, generally, quick, and fun approach. The 
ability to use World Café is advantageous when dealing with large and diverse 
groups, promoting collaboration and transparency toward decision-making. 
World Bank change leaders state “(World Café) lends itself well to needs 
assessment because it can provide unique opportunities for gathering in-
formation when other techniques would not be appropriate, viable, afford-
able, or useful” (Watkins et al. 2012, 132). 

Although this technique is extremely flexible and often yields more 
“nuanced data and findings than structured interviews or focus groups,” 
(Watkins et al. 2012, 133), this approach requires substantial advanced plan-
ning. It is only as good as the number of and the type of stakeholders that 
participate in the discussions. In one creative version of this intervention re-
ferred to as “Speed Dating,” OD practitioners change the typical World Café set- 
up from hosting the usual 20-minute conversations (generally held in small 
groups) and adjust it for a version similar to speed dating. In speed dating, 
single adults meet to interview each other when searching for a suitable ro-
mantic match. In this case, the twist is that stakeholder pairs have 5–8 minute 
problem-focused brainstorming sessions together before moving on to their 
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next partner. After several rounds of these dyads, the practitioner begins to 
facilitate discussions and share ideas generated from the many conversations 
with the rest of the group. 

Appreciative Inquiry Summits 

Pioneered by David Cooperrider and Suresh Srivastava, AI has gained mo-
mentum as a proven intervention technique. The summit is an opportunity 
to introduce the concept of asset-based thinking, which in and of itself is 
a celebration and to celebrate the successful development of the future 
forward-looking action plan. By celebrating success, the organization 
creates a stronger foundation for sustained change. Appreciative inquiry 
summits engage as many stakeholders as possible in a real-time change 
effort based on creating deep, asset-based conversations through inquiry. 
Designed around the 4-D approach (Discovery, Dream, Design, Destiny), AI 
moves individual stakeholders through each phase. AI generates positive 
outcomes as possible solutions to what the organization is experiencing. AI 
helps to identify what stakeholders are doing correctly and what the orga-
nization will look like in a future state based on the stakeholders’ pre-
ferences and opinions. Once the preferred future state is identified, the OD 
practitioner leads stakeholders in designing an action plan to realize these 
organizational aspirations. 

Four Structures for Organizing Change Efforts on  
a Large-Scale (Banerjee n.d.) 

There are four different structures or approaches that an organization navi-
gates when dealing with an LSI. The organization often shifts between each 
throughout the large-scale change effort. The practitioner may believe that the 
structure to adopt is one way, but it quickly morphs into another approach. 
The awareness of this constant interaction between different structures dif-
ferentiates a large-scale change specialist from the change management 
generalist. Figure 10.2 provides a brief description of four structures I pre-
viously referenced (Banerjee n.d.): 

Large-Scale Interventions ▪ 233 



Business Case Study 

The following case study is based on an actual company. The names of the 
company and specific stakeholders have been changed for illustrative 
purposes. 

Case Background 

“Company A” is a U.S.-based, privately-owned, and specialty lighting manu-
facturing company located in the Midwest. Company A has 300 employees. 

�e Shadow Organization

Change efforts requires organizations to create separate organization charts
of various specialized teams, i.e., training & development, physical plant,
where teams engages the change effort based on required milestones, but
only those that are focused on their specialization. �ese specialized teams
still operate within their existing, respective overall work-groups or divisions
targeting the required change milestones for their specific areas (Banerjee
n.d.).

�e Embedded Effort

Responsibilities of required change are built into the job employees’
descriptions. By embedding the responsibilities of change into the job
descriptions, this mandates attention to any change effort as a part of job
performance. Change-related performance is added as the list of KPI’s to be
assessed as part of overall job performance. By mandating change
responsibilities at the individual level, no additional organization structures
are necessary to effectuate change (Banerjee n.d.).

�e Dream Team

�is is a change structure can also be referred to as the star approach. �e
change consultant works with the organization to identify superstars from
within the organization. Once these stars are identified, a change task force is
created comprised of these stars. �e sole purpose of this task force is to
generate a proposal for change implementation based on the stars’ opinions
and observations, which are ultimately presented to the C-level executives
for disposition. It is a known fact that in talent management circles that an
organization’s “stars” are as much as 20% more productive than the average
rank and file employee. �is change structure builds on that high level of
engagement and performance (Banerjee n.d.).

Change

�is change structure is when the organization chart is modified to create
specific departments that handle a change aspect. For example, organizations
are increasingly establishing departments that focus exclusively on Diversity
and Inclusion-related change. In contrast, other departments might be created
to manage change impacting production or quality, or safety. In all cases, the
organization is augmented by the creation of separate change-focused
departments as recognized parts of the overall organization. �ese change
silos only focus on the parts of the large-scale change that impact those
within their silo’s boundary (Banerjee n.d.).

Institutionalized Structured 

Figure 10.2 Four Structures for Organizing Change Efforts on a Large-Scale— 
(Banerjee n.d.).  
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The leadership structure is similar to most individually owned, private com-
panies with the owner, Bill Lighthouse, situated at the top of a matrix. Though 
an authoritarian leader, he is a servant leader and is loved by his employees. 
Critical managers and leaders from different silos within Company A form the 
remaining parts of the matrix. 

There are six silos at Company A. The first silo is the owner (Bill 
Lighthouse). Chief Relationship Officer Elizabeth Montgomery is the ad-
ministration/customer service team, while Chief Financial Officer Jessica 
Gold runs the financial division. The technical design/engineering team lead 
is Vice-President Tim Dezyne, who works closely with sales team lead  
Vice-President Garret Gray. Finally, the production/distribution team leads 
are 20-year veteran supervisors, Jim Major and Christine Senior. 

Company A’s challenge is that employees who worked under the previous 
owners are questioning the direction and the culture of the company. This 
lack of trust creates inefficiency. Mistrust is a distraction and undermining the 
facility’s productivity and the ability for Company A to meet the increased 
demand for its highly innovative specialty products. 

The organization has a history of profitability and success, resulting in 
significant company growth with major human capital implications. The 
owner and leadership team understands that change capability is critical to 
reaching Company A’s overall goals. However, the leadership realizes that 
part of the organization is not prepared to achieve this capability. 

The OD practitioner was contacted by the company’s owner to “do some 
team-building exercises to create a better culture and new focus” to improve 
efficiency and ultimately increase Company A’s ability to meet the increasing 
demand. The owner believes that if this mistrust can be mitigated, increased 
revenue for the company is inevitable. 

Intervention Preparation 

Rothwell (2010) indicated that the start of any change effort is where the OD 
practitioner must “enter the organization, to build a platform for engaging in 
change work with the client, and to contract for work, methods, relationships, 
and exchanges” (Rothwell 2010, 206). Due to large organizations’ complexity, 
the OD practitioner must make considerable efforts in completing the “front- 
end work” (Rothwell 2010, 207), whose quality directly translates into success 
probability. The planning and preparation phase is where the OD practitioner 
established his relationship with the organization and gathered information to 
formulate the people-focused infrastructure for the LSI. 

Large-Scale Interventions ▪ 235 



Step 1: Entry/Contracting 

The OD practitioner set up a time to meet with the owner to explore the pre-
senting problem using a prepared question list that included items like “In your 
opinion, what is the presenting issue, and how have you determined what the 
organizational problems and issues are?” The OD practitioner queries establish 
what the owner, a key influencer, believes regarding his organization’s current 
status, what the problem is, and who is impacting that problem. The OD prac-
titioner then asked the owner (primary stakeholder) to identify influencers in the 
company and to what degree they are equipped to lead the change at the local 
level. The OD practitioner should note the degree of influencer readiness de-
scribed for each and used the notes for the first series of intervention interviews. 

The OD practitioner exited the meeting reiterating the necessity of building 
and maintaining trust throughout the whole process. The owner had to be 
present, communicative, visible, and accessible during all change intervention 
stages. The OD practitioner pointed out that a 2016 Prosci study on change 
initiative effectiveness shows that over 70% of change initiatives failed be-
cause the primary sponsor was not engaged, nor was they visibly involved in 
the process. Regular communication was a core responsibility of the primary 
sponsor, integral to developing and supporting the subordinates’ desire for 
change success (Creasey et al. 2018, 199–208). 

The practitioner stated that in his role, he would remain ethical in his 
dealings with company employees and be free from conflict, saying that 
unequivocally, he would stay true to these important guidelines. The OD 
practitioner concluded by ensuring that if the right change team could be 
assembled enhanced by the owner’s visible presence and commitment to  
the process, a high-level of employee engagement towards achieving  
Mr. Lighthouse’s goals was probable. 

The OD practitioner finalized the logistical, legal, and financial arrange-
ments of the LSI. Additionally, the OD practitioner completed the psycholo-
gical contract with Bill Lighthouse, the owner of the company. The 
psychological contract is a mutual commitment and comfort between the 
practitioner and Mr. Lighthouse. The psychological contract combines a 
shared understanding of why the OD practitioner was being engaged, how 
the OD practitioner would conduct the change intervention, and why the 
primary sponsor must be highly visible and engaged throughout the whole 
process. Being explicit about their mutual expectations built a high-level trust 
relationship. This comfort between the practitioner and the primary sponsor is 
a solid foundation for moving forward. In summary: 
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GOAL: Achieve an understanding of crucial influencers and 
sponsors’ presenting problems and perspectives while establishing 
a consulting relationship between the OD practitioner and the 
primary sponsor/organization.  

Step 2: Start-Up 

The OD practitioner set up a second meeting with the owner not much later. 
The purpose of this meeting was to establish the parameters of the change 
project with details regarding the following (Rothwell 2010, 201–2; 
Foster n.d.):  

▪ The goals for the LSI project  
▪ The scope of the LSI project  
▪ Mutual expectations  
▪ Anticipated results  
▪ Logistics and “rules of engagement”  
▪ Dealing with and maintaining confidentiality  
▪ Practitioner responsibilities  
▪ Client responsibilities  
▪ Project calendar  
▪ Expected costs and payment arrangements  
▪ Concluding steps towards sustaining the change  
▪ Feedback and how to handle the feedback  
▪ Termination procedures   

GOAL: Articulate the parameters above. Gain permission and sup-
port from the primary sponsor beginning with the end in mind and 
start the generative LSI.  

Step 3: Feedback and Assessment 

As the initial foray into the organization, the OD practitioner gathered initial 
base information about the problem, the people most impacted, and gener-
ated feedback from sponsors, stakeholders, and decision-makers. In some 
instances, the OD practitioner may include feasibility studies and other as-
sessments that might provide base data to assist in designing and planning the 
change project (Holman et al. 2007, 303). 
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GOAL: Identifying Who Should Be Involved—The Stakeholder 
Community Map 

Stakeholder analysis is the systematic identification, evaluation, 
and prioritization of everyone who can influence or interest in a 
project, program, or business. It assists with the development of 
an effective stakeholder communication and engagement strategy. 
It is a fundamental element of an organization’s stakeholder 
management plan (“Stakeholder Analysis, Stakeholder Mapping 
Template - GroupMap,” n.d.)  

The OD practitioner needed to identify Company A’s most influential 
members. These members are the infrastructure that will drive the necessary 
change to meet the owner’s objectives. Stakeholder mapping is the process 
that the OD practitioner used to identify stakeholders, the interested parties 
impacted by the change initiative. Once stakeholders are identified, the OD 
practitioner maps their names on either two axes, interests, and influences. 
By establishing which stakeholders have the most significant interest in 
change while also having the most influence, the OD practitioner was able 
to identify critical influencers who would have the most profound impact on 
the success of the change initiative. Stakeholder analyses can prioritize re-
sources based on the highest representation in both categories and utilized 
for information dissemination as per the communication and engage-
ment plan. 

Stakeholder analysis can be completed at the beginning of the change 
initiative. However, it is recommended to revisit the matrix regularly 
throughout the intervention to confirm that the most interested and influential 
organization members are still contributing to initial expectation levels, critical 
to project success. The OD practitioner understands that not engaging influ-
ential stakeholders “in the right way at an early stage can have disastrous 
results for a project” (“Stakeholder Analysis, Stakeholder Mapping Template - 
GroupMap” n.d.). 

The following list shows individuals who are critical to any LSI’s success 
and why each is essential to move a change intervention forward successfully 
and to successful completion. The OD practitioner considers several defini-
tions when developing his stakeholder map. They are:  

▪ Primary Change Sponsor—“The primary sponsor is the person who 
charters and authorizes the change. For large changes, this person is 
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typically a senior manager or officer of the corporation. For smaller 
changes, this person could be a supervisor or department manager” 
(Creasey et al. 2018). However, typically the primary sponsor has the 
authority to authorize the change initiative and has access to resources 
that will support the change initiative.  

▪ Change Executive Team—Company A executives who are members of a 
change “task force,” who deliver change by providing oversight and 
accountability to those change personas/sponsors who influence the 
change.  

▪ Change Team/Sponsor Coalition—the group of sponsors who 
support change and promote change with their actions, behaviors, 
and conversations. Creasey et al. (2018) point out that sponsors can 
be from anywhere in the organization, but in particular, middle 
managers and supervisors are generally the most powerful sponsors 
of change. Note here that sponsors can be stakeholders, but not all 
stakeholders are sponsors as not all stakeholders support or advocate 
for change.  

▪ Change Personas/Sponsors—influencers within the organization who 
assist in delivering the change through their actions or message sender 
and receiver when dealing with rank in file stakeholders. 

When building his sponsor coalition, the OD practitioner decided that in 
identifying these influencers, before assessing their sponsor competencies, it 
was imperative that he:  

▪ Knew influencers/sponsors by name  
▪ Knew influencers/sponsors by position  
▪ Knew influencers/sponsors by power/level of authority  
▪ Knew background of influencers/sponsors and previous change experience  
▪ Knew influencers/sponsors’ perceptions of change 

The OD practitioner was able to administer a Sponsor Competency 
Assessment to establish which sponsors would be good stewards of the 
change initiative. It helped identify those who potentially could harm the 
initiative with either their change resistance or lack of ability to drive  
change from their position of influence. 
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Step 4: Action Planning 

Generating feedback through assessments and action planning is often used 
informally in OD preparation phases. Both may be used informally in the pre- 
launch and launch phases of various OD efforts (Rothwell 2010, 234). 

Significant, radical change provides the OD practitioner the context for 
assessing and action planning for organizations. Often the OD practitioner’s 
philosophy toward both guides them in these action planning and assess-
ment activities. For example, in this case, the OD practitioner had a positive, 
asset-based, or appreciative philosophy toward change. The OD practitioner 
chose the AI approach. AI captures positive stories about Company A. These 
stories are then used to identify some of the processes and practices that 
give life to Company A. In this case, the choice for AI was natural for the 
practitioner. He noticed immediately that throughout his dialogues with 
stakeholders and sponsors, their view of Company A and Bill Lighthouse 
was significantly positive and favorable. Given the nature of positive com-
ments received about Company A and Bill Lighthouse’s leadership, it made 
sense to opt for a positive, asset-based action plan such as AI. 

The OD practitioner collected data by examining existing data provided by 
the organization. Additionally, he conducted unstructured, open-ended  
interviews with key people who could reveal the strengths and weaknesses  
of Company A (the real power of using AI. The OD practitioner followed up 
with questionnaires used to evaluate sponsor competence, live observation of 
Company A workers, and live assessments through workshops and training. 
In this case, many of the workshops and training sessions had to be online, 

The OD practitioner viewed action planning as an opportunity to energize 
and mobilize people at Company A to accelerate the time needed to create 
buy-in from the change resistors by focusing on the “What’s In It For Me 
(WIIFM)” aspect of the change initiative. Following Beckhard and Harris’s 
four-step process, the OD practitioner was able to ascertain:  

▪ The level of change acceptance  
▪ Where there needed to be additional change-related guidance or info  
▪ Determine where change leaders or the OD practitioner needed to intervene  
▪ Choose the technologies to be used in the intervention 

“Because action plans most often include change, and change is scary and 
hard, it is helpful to create launch phases with different time frames to address 
short, medium, and long-term goals” (Rothwell et al. 2017, 148) 
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Step 5: Intervention 

Company A LSI Appreciative Inquiry Summit 

In Chapters 1 and 2, we already discussed AI. In this chapter, we view AI 
again, but from the perspective of Large Scale Intervention. The OD practi-
tioner began to review initial base data for Company A. Based on conversa-
tions he had with different sponsors, he decided to choose AI as the LSI that 
would best fit the circumstances. Although there were some instances when 
the practitioner came across accounts of conflict, problems, or stress, it was 
clear that positive change was of interest to many. The OD practitioner 
viewed the AI intervention through the lenses of various goals that form the 
infrastructure for an LSI change initiative. As AI flows through a cycle of 4-Ds 
(see Chapter 2), the OD practitioner’s intervention path looked like the 
following:  

▪ Discovery—by mobilizing the whole system, the organization finds its 
positive core through inquiry of the change practitioner. The OD prac-
titioner began interviewing key sponsors regarding the current and future 
states of Company A. In the end, the OD practitioner was able to form a 
core team to assist in the AI process. During this phase, the OD practi-
tioner began to implement the SOAR analysis described earlier.  

▪ Dream—long before the emergence of AI, Beckhard and Harris focused 
on the importance of including a vision of a preferred or “future state” of 
the organization (Beckhard & Harris 1987, 56). The OD practitioner 
spoke to internal groups for 20 minutes at a time to build enthusiasm 
toward the change process and helped them envision the Company A of 
the future. The OD practitioner was able to complete the SOAR analysis 
to this effect.  

▪ Design—the OD practitioner facilitated final discussions in small groups 
of 20, creating propositions of what the future Company A would look 
like to the stakeholders. In this phase, the OD practitioner used action 
learning and such tools like nominal technique to gain consensus on 
critical features of the preferred future Company A.  

▪ Destiny—in this final part of the AI cycle, the OD professional was able 
to strengthen the focus on the positive and affirmative to build a hopeful 
workforce focused on high performance (Holman et al. 2007, 77–78). 
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Before starting the AI-based change strategy, the change practitioner was 
involved in briefing line managers and influencers to assemble an internal 
change team. The OD practitioner developed “a series of questions focusing 
on affirmative topics for their interviews, developing an interview protocol, 
practice interviews, and best practice stories” as described by (Holman et al. 
2007, 80). Just before the three-day planned AI Summit, the OD practitioner 
team focused on seven guiding questions that were germane to Company A’s 
situation:  

1. Who in the organization would be responsible for promoting this 
change?  

2. How could the OD practitioner help sustain and improve executive/ 
management buy-in?  

3. What parts of the organization could support the change process as it 
moves forward?  

4. What opportunities are there to promote and develop the change 
strategy even further?  

5. What obstacles might be counterproductive or undermine the change 
initiative?  

6. What resources will the internal change team and sponsor coalition need 
to foster the change initiative?  

7. Who could best help with the execution of the change strategy and 
manage future-focused change without external assistance?   

GOAL: Identify Impact Points of the Change Initiative: Heat Maps  

The OD practitioner knew that a heat mapping process could do several 
things within the intervention context. From his previous sponsor identifica-
tion assessment (a form of a heat map), the OD practitioner recognized that 
heat mapping was not a quick process. However, the OD practitioner con-
sidered a heat map to be a powerful tool to foster further discussions with the 
sponsor coalition. The new heat map would help facilitate better commu-
nication, decision-making, and planning for the change. 

The OD practitioner used the heat map in local, more intimate discussions 
to set the stage for exactly what was to happen regarding the change initiative 
and when it was expected to occur. Much as when the tool was used when 
building the sponsor coalition, the new heat map gave a clear vision of each 
change’s impact, but this time, showing the front-line stakeholder impact. The 
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OD practitioner also knew that heat maps could help identify how much 
change resistance could be expected and from whom. By identifying those 
possible trouble points early on, the OD practitioner can target specific areas 
to mitigate change resistance. This resistance was the core issue that Bill 
Lighthouse believed was causing the inefficiency, so it made sense to map not 
only the two supervisors whose resistance was potentially to blame but also 
those around the supervisors who might also resist. 

Based on the stories told through AI interviews, the OD practitioner con-
firmed the need for improvement and efficiency within Company A, and 
using the heat map, was also able to identify the depth of the change re-
sistance. The heat map was also used to develop the communication and 
reinforcement plans, especially targeting those who received additional 
coaching and interaction in Company A’s resistance mitigation efforts. 

GOAL: Managing Expectations Presenting the Change Strategy  

Now that the OD practitioner had identified critical impact points for the 
change initiative, the focus shifted to aligning those impact points. More sub-
stantial organizations require many hands to do the “heavy lifting” of the 
change initiative. Whether refurbishing/re-inventing a division to take charge of 
change or assembling a “dream team,” it was important that the change group 
presented the change strategy to all stakeholders, not the OD practitioner. 

The Kick-off Summit: The OD practitioner decided on a multi-day “kick- 
off” whose sole purpose was to share the Strategic Change Initiative and how 
it came about. It was an opportunity for the OD practitioner to facilitate 
discussions on the implementation steps and discuss what was happening in 
the future. Note that smaller organizations may not require a multi-day event 
but can host a single-day change event open to stakeholders company-wide 
and using large-group facilitation. 

The OD practitioner’s challenge was to create stakeholder value iden-
tified in the change mandate communication that the OD practitioner 
helped develop. The OD practitioner noted an identification and accep-
tance process that each stakeholder goes through, which in and of itself is 
contextual and temporal. The process must be informed by the organiza-
tion’s change mandates, which ultimately establishes the boundaries and 
procedures that the consulting team considers when looking at the stake-
holder matrix and impacts of the change systemically. By anticipating sta-
keholders’ reactions to the change process and how those reactions affect 
other stakeholders in the matrix system, The OD practitioner could temper 
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the resistance to change. Managing expectations is mission-critical in the 
intervention design process. 

Managing client expectations is vital to establishing a trusting relationship 
between practitioner and client. By discussing and framing the intervention 
with clients based on reasonable expectations, the OD practitioner bolstered 
his credibility and the probability of success in meeting those reasonable 
goals. If the OD practitioner exceeded those reasonable goals, he knew it was 
a more significant opportunity to celebrate. In large-scale change initiatives, 
OD practitioners must recognize that reasonable expectations are essential to 
initiative success. If expectations are unreasonable, then the enterprise is al-
ready struggling before it is even out the gate. Overpromising combined with 
underdelivering is a recipe for disaster. By spending the extra time con-
sidering stakeholder expectations, the OD practitioner made the proposed 
change more palatable and reasonable. It is human nature to view change 
with either fear or skepticism. OD practitioners understand that those are 
innate defense mechanisms to status quo comfort zone challenges. Through 
his communication strategy, the OD practitioner established that the pro-
posed changes would benefit Company A and stakeholders alike and that 
Company A recognized the anxiety and stress that often accompanies change. 
The OD practitioner knew that he and change sponsors must act to show 
compassion and understanding by establishing some reasonable expectations 
of the stakeholder. By setting reasonable expectations, the shock to the 
system was minimized, thereby lessening fear, stress, and anxiety that might 
be disruptive to a perfectly good change strategy. 

Equally essential, transparency and disclosure of relevant information 
would build trust. The OD practitioner reiterated that downplaying serious 
issues or setting unrealistic milestones, goals, and timelines damages cred-
ibility immediately and undermines confidence in the change strategy that 
was being introduced. 

The OD practitioner knew that one aspect of expectation management 
that practitioners often forget is that once an expectation is established,  
it is vital to keep the stakeholders in the loop regarding where the stake-
holder is on the change timeline at the moment of communication. Change 
leaders must keep stakeholders posted in detail relevant to the stakeholder 
position (again, consider the organizational change structures from early 
on in this chapter). 

GOAL: Organization Alignment  
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Targeted Training—Targeted training is when the change initiative must be 
delivered. Rather than the practitioner offering training organization-wide 
from the beginning, the practitioner identifies different constituencies im-
pacted by the change the most or immediately. These constituency-focused 
change gatherings might focus on specific people who will be affected. The 
target then extends to other work groups or teams, then shifts again to larger 
entities like departments or divisions. The OD practitioner conducted the LSI 
in such a manner that he reserved the ability that in special cases, particularly 
when mitigating change resistance, to use targeted training for the maximum 
positive benefit and immediately aligning the needs and desires of the change 
sponsor with those of the front-line stakeholder. 

The Communication Plan—As a practitioner, it is vital to the change in-
itiative’s success to recognize and communicate to the stakeholders that the 
new change process is an essential part of the organization’s future. As such, 
recurring, effective, detailed communication must be the standard of com-
munication from the very start. 

The “Be On The Look Out (BOLO)” Technique—The OD practitioner 
decided to engage Company A stakeholders following a few different man-
tras. The first mantra was to communicate early in the process. OD practi-
tioners should view a large-scale change initiative to be dependent on a 
conglomerate and matrix of relationships that must be maintained and in-
formed for the effort to be successful. As a result, clear communication from 
the onset of the change was essential. Early communication needed to be 
detailed and concise. Early communication needed to indicate that the change 
process was about to occur. It was essential for stakeholders receiving the 
communication to “be on the lookout” (BOLO) for things related to the 
forthcoming change initiative. 

Communication plugs directly into the structure that is being put in place 
by the organization to accomplish the change. However, there must be a 
balance between communicating with a purpose and communicating just for 
the sake of communicating. 

Communicating without purpose and detail could fuel change resistance 
as stakeholders could start using words like “inundated” or “overload” or 
“death by memo.” How the information that was being shared was relevant to 
the stakeholder audience receiving the information was essential. The OD 
practitioner tailored communication to a particular audience. 

By communicating with all stakeholders regarding the anticipated benefits, 
the communication plan stumbled when Company A focused on the pro-
posed changes and how they would benefit the organization and not the 
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stakeholder. Painfully absent was how the person receiving the commu-
nication would benefit from the proposed change. By being inclusive in 
communication, it prevents any particular constituency from being or feeling 
left out. Unfortunately, when stakeholders felt overlooked, those forgotten or 
omitted stakeholders inevitably became a source for rumor and partial truths 
regarding the past’s change efforts, which were extremely disruptive. It was 
equally problematic when communications dumbfounded stakeholders  
with unnecessary and extraneous details that had nothing to do with the 
stakeholder or the stakeholder’s position. 

So, the OD practitioner decided to communicate early and to everyone 
organization-wide. However, the OD practitioner purposefully focused on 
communicating only as often as necessary, always considering communica-
tion volume. The OD practitioner and change sponsors agreed to be detailed 
in their communication and remained open to adjusting the core information 
by tailoring aspects to specific silos or audiences. 

GOAL: Creating a Personal Change Commitment—A typical failure 
of LSI results from looking past the individual’s inherent change 
powers and only focusing on the group as a whole. Large-scale 
change is focused on the entire group. But, there is a big 
HOWEVER. Failing to acknowledge that the ultimate power to 
change lies in the larger organization’s individuals dooms the 
change initiative to fail. Each person’s ability to process change is 
hard-wired into who they are. Many different psychometric tools are 
available to measure the way an individual responds to different 
change situations.  

The OD practitioner decided to integrate a strategy where personalization to 
the change initiative established connectivity between Company A and an 
individual’s commitment to change. By eliciting personalized feedback 
through targeted, deliberate opportunities for individual engagement, the OD 
practitioner created a foundation of collaboration and cooperation from the 
beginning. 

Step 6: Evaluation 

According to Brown, “Just as organizations are in continuous change, so too 
OD is a continuing process” (Brown 2011, 396). It is easy, especially in large- 
scale work, to watch as while sets of the organization’s objectives are 

246 ▪ Organization Development Interventions 



achieved, other new goals arise and along with them a new, fresh set of 
challenges. Nevertheless, Brown continues, “ As a result, the OD practitioner 
has two primary criteria for effectiveness” (Brown 2011, 396). Brown believes 
that the effectiveness of an OD effort boils down to the stability of the OD 
effort after the practitioner exits the relationship and the organization system’s 
ability to sustain the change and maintain the innovation it just went through 
it follows a recurring cycle of self-renewal. The OD practitioner must assess 
the level to which the intervention has yielded the intended results and 
outcomes. “The metrics used should have been identified and agreed before 
the intervention taking place” (Foster 2013). The following are more detailed 
lenses through which the OD practitioner viewed the success of Company 
A’s LSI:  

▪ Outcome-based evaluation determined whether the LSI had a material 
impact on stakeholders and the performance of Company A.  

▪ Goals-based evaluation verified the AI intervention’s real outcomes 
compared to Bob Lighthouse’s goals that were part of the original con-
tracted plan. A goals-based assessment identifies and promotes suc-
cessful processes while discontinuing or realigning the ineffective ones.  

▪ Process-based evaluation was utilized in conjunction with the outcomes- 
based assessment as the OD practitioner explored how and why the AI 
intervention produced the results that it did. 

As indicated, because OD is an ongoing process, the OD practitioner decided 
to use a previously developed assessment of whether the undermining un-
dertones that had once permeated the workspaces of Company A from ve-
teran employees were still present even after the intervention engaged them. 
The OD practitioner used his AI protocol again with the production/dis-
tribution team leads, 20-year veteran supervisors, Jim Major, and Christine 
Senior. Both supervisors had been identified as change resistors and negative 
influencers. They had been positioning themselves and their subordinates 
between the state that Mr. Lighthouse wanted to see and where the two ve-
terans were comfortable based on their previous loyalties. Using the final AI 
interview, the OD practitioner determined that the AI intervention had been a 
success. Not only were both veteran supervisors highly engaged and “wired 
into” the positive change direction for Company A, but they were also ac-
cepting of their ongoing roles, not just as supervisors, but change leaders in 
their own right. 

Large-Scale Interventions ▪ 247 



Step 7: Adoption 

During the adoption step, the OD practitioner must determine whether the 
company members accepted ownership and responsibility for the change 
that was addressed by the intervention and executed by the organization. 
The OD practitioner reviewed the action plan success metrics agreed to by 
Mr. Lighthouse and his Executive Change Team. Mr. Lighthouse and the 
Executive Change Team, along with the stakeholders and leadership,  
determined that the intervention had been effective and that they were 
going to adopt AI and asset-based philosophies for Company A’s future. 
They would include AI as part of their onboarding process for all new and 
existing employees. 

Step 8: Separation 

During the separation stage, the OD practitioner must exit the organization 
after ensuring that the implemented change intervention will continue to 
work after he leaves. The OD practitioner established a final AI Summit to 
showcase the AI—Company A’s success story. 

GOAL: Time to Celebrate—The Success Summit  

Changing an organization’s culture to embrace change is difficult. The orga-
nization is only as good as its people. The organization needs to recognize 
those stakeholders who are highly engaged in the change process and cele-
brate their stories with all stakeholders. By celebrating others’ successes and 
rewarding those involved, the practitioner has effectively recruited advocates 
for the change initiative within the organization. With a network of re-
cognized advocates, the change practitioner can build a stronger rapport with 
various constituencies focusing around the change “superstars.” These su-
perstars can be extremely useful in further communication or improving 
morale that might be struggling under the pressures of uncertainty due to the 
change initiative. 

However, these celebratory gatherings, or summits, should not signify the 
end of the change initiative. Great care should be taken that the impression of 
premature finality does not take hold from the summit. A common mistake 
would be to end communication and eliminate the ongoing feedback fun-
damental to change initiative success long after the change effort has sup-
posedly ended (Figure 10.3). 
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Key Lessons Learned 

Successful large-scale change requires excellence in planning as well as  
execution. Practitioners must guide stakeholders through a rapid process that 
creates a change intervention structure worthy of participant trust, which is the 
continuous learning and improvement mechanism. By spending the necessary 
time to develop explicit rules for operation while managing clear expectations, 
the OD practitioner can assist the organization in emphasizing the continuous 
learning necessary to navigate a successful change intervention. By following 
the agreed-upon, established protocols, the OD practitioner helps to ensure 
that primary stakeholders have been able to position themselves to face the 
inevitable challenges that come along with large-scale change initiatives. 

The OD practitioner assists primary stakeholders in remaining solution- 
focused and recognizing the importance of managing large-scale change  
logistics. Furthermore, the practitioner helps ensure that participants can rely 
on essential influencers who relentlessly demonstrate attention to detail and  
effective communication while assisting the critical mass of participants by 
giving them a voice and a sense of ownership for the change. The most 
successful large-scale change interventions balance dedicated, high-level 
planning, successful delivery of the intervention to participants, and attention 
to the many details generated during the intervention process. Although there 
might not be clear answers to many of the questions asked in the Large-Scale 
Intervention Planning Question Checklist (Figure 10.4), taking the time to 
review these nuances with primary stakeholders positions the organization 
for early victories built on keystones for intervention success. Moreover, the 
iterative learning that occurs by going through the process helps generate 
confidence and optimism essential to successful large-scale change. 

Discussion Questions 

1. What is the primary objective of an OD practitioner when first ap-
proaching an organization about conducting an LSI?  

2. What are some problems that an OD practitioner might face when 
introducing an LSI to an organization? What are some problems that 
organizations might have in implementing an LSI?  

3. Consider your answers to Question 2. Identify several types of LSIs and 
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give examples where each would make sense to introduce and how you 
would introduce them.  

4. Compare and contrast the reasons for successful and unsuccessful LSIs. 
What stands out as critical to the success of the intervention? To what can 
most LSI failures be attributed? 

5. What is it about a communication strategy that is so integral to the suc-
cess of an LSI? Identify and explain what communication processes you 
believe should be in place for a successful LSI. 
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Overview 

This chapter provides a contextual framework for industry-wide interven-
tions. It examines the circumstances by which interventions are adopted 
through all levels of system within an industry. This chapter covers the  
following areas:  

▪ Industry-wide interventions and why they matter  
▪ Making the case for change  
▪ Change interventions  
▪ Identifying the need for industry-wide change  
▪ Electronic health records: An example of industry-wide intervention  
▪ Evaluating system-wide interventions 

Industry-Wide Interventions and Why They Matter 

Industry-wide interventions come about as a result of system-wide observa-
tions around the need for change. A critical mass of these observations moves 
planned change interventions from a localized level to and beyond the level 
of system to influence how an industry operates relative to a change effort. 
This might be defined as an industry-wide intervention. 

Organization development (OD), despite its many definitions, has at its 
core a clearly articulated commitment to helping bring clarity and process to 
intentional, planned change. Whether one favors Beckhard, Burke, 
Cummings & Worley, Bennis, or any other change theorist, most would agree 
that all OD theory involves change. 
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The inevitable transcendence of change across time and space as well as 
organization-type would suggest that the study of change would advance 
beyond the systems level to further examine planned change at the industry 
level. With the exception of HR research, it does not appear that a great deal 
of research around industry-level interventions and change has occurred—at 
least not from the OD perspective. Many industry leaders would benefit from 
the opportunity to gain greater access to OD approaches that support better 
understanding of interventions situated in change efforts. 

Making the Case for Change 

Rothwell et al. (2010) identify eight levels of organization change, with the 
sixth being industry or community-based change. Despite an apparent or 
unapparent need for change at the industry level, many different stakeholders 
may see themselves as responsible for making the case for necessary change. 
At the organizational level of system, the responsibility to articulate necessary 
conditions for change is not likely to be a bottom-up proposition, identified 
by Rothwell et al. (2010) as one of three modes of managing change. 
Therefore, for industry-wide change to be possible, many different systems, 
all with different cultures, organizational structures, leadership teams, and 
histories in a competitive marketplace, must acknowledge a collective need 
for a particular kind of change which leads to a future desired state based on 
identified outcomes. 

Change Interventions 

Interventions, broadly defined, are key to any change process (Cummings 
and Worley 2009) and represent activities though which changes in elements 
of an organizational work setting are implemented (Robertson et al. 1993). 

To the extent that we view organizational outcomes as byproducts of such 
changes, interventions operate as independent variables (1993). According to 
Rothwell et al. (2010), change interventions within large systems are distin-
guishable from other interventions based on the following characteristics:  

▪ They are triggered by environmental jolts and internal disruptions.  
▪ They provoke revolutionary or transformational change.  
▪ They incorporate new organizing paradigms. 
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▪ They are driven and led by senior executives.  
▪ They require an organizational learning system.  
▪ They involve multiple organization levels and large numbers of 

members. 

Given these distinctions, what would constitute an industry-wide change in-
tervention? Consider key terms in the list of distinctions: triggered; environ-
mental; internal; revolutionary; paradigms; led; senior learning; levels; large. 
These terms serve as important indicators of change elements that explain 
system readiness for change. While this is traceable at the team and organi-
zational levels, it becomes much more difficult to track within and across an 
industry because the environment within which an industry exists is made up 
of many different organizational cultures. 

Identifying the Need for Industry-Wide Change 

Healthcare is an ever-evolving industry. As a system, it is filled with complexity 
related to its regulatory environment, variable funding structures, governance 
issues that impact both public and private sector services, and, most recently, 
an externally driven shift in focus imposed by a global pandemic. All of this 
fluctuation and complexity creates an internal and external environment that 
makes the inevitability of change all the more daunting to face. 

Those individuals responsible for any aspect of managing change both 
inside and outside of any discreet healthcare system must do their work with 
an attentive eye toward what is shifting at the industry level. These shifts 
render the work of OD, and more particularly the work of managing inter-
ventions to and through the point of evaluation, more critical than ever. 

Change at the industry level takes time to emerge from the systems level. 
The point at which an entire industry experiences an intervention deems that 
intervention a core part of an organization’s narrative around change. An 
individual organization joins a community of organizations that, in the  
aggregate, constitute an industry. 

Part of the tension created in a change process is the extent to which 
adopters of the change are able to shape and influence any aspect of the 
change itself. An ideal paradigm was illustrated in the 2012 America Speaks 
21st Century Town Meeting where “Tough Choices in Healthcare” were dis-
cussed. Hundreds of participants contributed their thoughts and perspectives 
on community healthcare and its relationship to legislative processes. 
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Planned Change 

The process of planned change (Rothwell et al. 2010) can be explained in 
seven stages: exploration, diagnosis and planning, commitment building, 
managed change, planned follow-through, evaluation, and renewal. 

Change Beyond the Level of Organization 

Organizations who develop their own models and checklists for change are well 
positioned to fold change management principles into everyday organizational 
culture (Rothwell et al. 2010). It is less so the case that this possibility exists at the 
industry level, when not only many organizations, but many different systems 
(and the cultures and sub-cultures contained therein) are involved. 

What process is most effective when an entire industry is faced with the 
need for planned, systemic change? I would posit that even at the level of 
industry, the fundamental framework of planned change holds great value. It 
is a matter of scale to ascertain what each step involves and which stake-
holders are best positioned to influence change through delegated role and 
authority. 

What Constitutes an Industry? 

As previously mentioned, it doesn’t appear that the field of OD has a specific 
working definition for the term, “industry” I’ve turned to the field of Human 
Resources (HR) to define the term. The Society for Human Resource 
Management (SHRM) follows commonly agreed-upon definitions of “industry” 
and the various industrial sectors detailed throughout the literature. Though 
SHRM research has not specifically undertaken its own study to define “industry” 
or “industries,” their work addresses the needs of organizations in the four re-
cognizable sectors of industry, as they are categorized based on their primary 
business activities. Their research, products, and services cover that spectrum to 
serve organizations in intellectual services, services, manufacturing/construction, 
and industries specializing in raw materials, such as oil, gas, agriculture, etc. 

Specifically, regarding industry-wide workplace interventions, SHRM has 
studied change management, the effects of change, how to manage change, 
people-related policies and interventions surrounding change, managing pro-
ductivity during change interventions, and the like. Most recently SHRM studied 
second-chance hiring and other cross-industry interventions of interest to ex-
ecutives wanting to remain competitive within their respective industries. 
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On the matter of historic perspective of industry shifts and interventions re-
garding electronic medical records, evidence is plentiful and well-documented. 
However, with regard to industry shifts and interventions, conventional wisdom 
as supported by the literature also reveals a few interesting points that should be 
considered as it relates to the future state of EHR. First, if the industry is com-
petition driven, as the medical industry has become, the effects of both market- 
driven and government-driven interventions can influence productivity and 
sector growth while increasing efficiencies, whereas interventions designed to 
overcome a failure in the marketplace are less relevant to the medical industry. 
Thus, competition appears to be driving introduction of new business ap-
proaches in the medical industry in order to remain competitive—especially 
technology-based solutions like electronic health records (EHR). 

Despite the need to implement these types of technology-based solutions 
to solve business problems in the medical field, privacy provisions and  
regulations worldwide will affect the short-term and long-term effectiveness 
of these types of shifts in the industry. 

In fact, privacy concerns dominate a list of growing concerns from both the 
industry and patient viewpoints. Certainly, topics like safeguarding personally 
identifiable information (as governed by relevant laws domestically and in-
ternationally) are emerging as at least equally important as the many and 
varied issues related to healthcare “gadgets” that help individuals and medical 
personnel manage individuals’ healthcare informatics. 

Couple this with the growing desire of an individual to completely control 
his or her own personal medical information, the use of it, who has access to 
it, etc., there are likely to be unexplored issues that will affect industry-wide 
shifts, interventions and their effectiveness both short-term and long- 
term—and many other relevant questions that have been raised over time. 

All these issues taken in total are likely to have yet-untold effects on how 
particular shifts are universally embraced by social culture as well as orga-
nizational culture. We may discover that it is too soon to predict when nor-
malization will occur, but a review of other major interventions and shifts in 
the medical industry [perhaps in the last two decades] will likely tell a com-
pelling story of how quickly and how well technology-driven interventions in 
the medical industry have been accepted as the cultural norm. 

Large-Systems Change 

Rothwell et al. (2010) refer to conditions that shift ground rules for organi-
zations as one reason for large-system change. In the case of EHR, among 
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other variables, the requirement to engage in an increasingly-complex and 
evolving environment is core to the case for change (Boonstra et al. 2014). 

Pettigrew’s framework (1987) on strategic change serves as an important basis 
for understanding innovation in the healthcare space. The framework uses as its 
primary domains of analysis, context, content, and process. Taken together, 
these three domains constitute organizational change (Boonstra et al. 2014). 

Context-Blindness 

It is interesting to cross-reference the concept of context-blindness (Rothwell 
et al. 2010) wherein blindness to one’s own context and/or the context of 
others can lead to misunderstanding at both the interpersonal and organiza-
tional level. In both the case of Pettigrew’s framework and the concept of 
context-blindness, a change process can be fundamentally altered by the 
information one has and the way that information is interpreted in an orga-
nizational context. Boonstra, Versluis, and Vos believe that this context can be 
divided between internal and external components. The internal context is 
comprised of structure, culture, resources, capabilities, and the politics of an 
organization (2014). The external context is comprised of the social, eco-
nomic, political, and competitive environment of an organization 

Emergent Change 

The theory of emergent change (Burnes 2011) describes change as continuous, 
open-ended, and unpredictable. These three elements are certainly at play and 
working simultaneously as the overall healthcare system adopts or rejects the 
implementation of EHR. The literature around EHR implementation reveals no 
consistent use of any theoretical framework (Boonstra et al. 2014); however, 
emergent change informs the approach that Arts and Berg believe to be at play in 
their reference to socio-technical methodologies used in EHR implementation. 

The social and technical dimensions of EHR implementation are dynamic 
and reliant upon one another. Aarts and Bergl (9) see implementation pro-
cesses as non-linear and unpredictable. These attributes add to the overall 
complexities of the implementation process. The way in which work process 
and information technology sync has significant influence on the success of 
implementation. This also means that in order for the overall intervention to 
be deemed successful from an implementation standpoint, there must be 
connection between (1) medical work practices, (2) the information system, 
and (3) the hospital organization. Aarts and Berg (10) go on to assert that this 
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level of synergy is only possible when and if adopters are willing to enact 
changes in how they do their work. 

Theory and the Practice of Change 

The theory and practice of change are connected. Organizations often behave as 
if individuals must choose a side: the theoretical side having to do with validation 
through research and the establishment of evidence or the practical side which is 
validated by observation and behavioral analysis. The reality is that planned 
change is predicated upon both theory and practice. One important social sci-
ence theory at play within the practice of change is the known as the diffusion of 
innovations. We’ve framed implementation of EHR as an intervention within the 
overall healthcare system but it could also be defined as an innovation inasmuch 
as it involves rearrangement of a system to introduce an intervention that will 
bring about different business results and involve different methods of practice 
(Schwartz and Davis 1981). The ability to disseminate information about an  
innovation is core to the intervention implementation process. 

According to Dearing (2009), the requisite communications process which 
allows for innovation information to be disseminated through an organization is 
known as the diffusion process. This process depends on three enabling con-
ditions: an individual’s need to reduce uncertainty in the face of new information; 
the need for individuals to understand their perceptions of others; and the need 
to do what others have done (Dearing 2009). The foundation of the theory was 
put forward by Linton (1936), who believed that diffusion included three distinct 
elements: presentation of a new culture element to the society, acceptance by 
society, and integration of the accepted element into the preexisting culture. 
Rogers Diffusion of Innovation Theory substantiates the moment of the tipping 
point whereby innovation, communication, time, and a social system come to-
gether to form the basis for planned change. 

The Innovation 

Rogers (1995) describes the innovation as “an idea, thing, procedure, or 
system that is perceived to be new by whomever is adopting it (5).”  
It is important to note that the idea itself need not be newly developed but 
new to the individual or groups adopting the idea. Five key characteristics: 
relative advantage, compatibility, complexity, trialability, and observability, 
help to explain rates of adoption. Table 11.1 above shows the relationship of 
each characteristic to the anticipated improvement. 
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Communication 

The second element of Roger’s innovation theory focuses on communication. 
The theory correlates the source of information regarding the innovation with 
the rate of adoption. This particular dimension of the theory is crucial because 
it is predicated upon an interpersonal condition—the social contract between 
two or more people plays a role between people who see themselves as 
similar relative to adoption behaviors (Rogers 1995). 

One could imagine that this element has a strong influence over the effi-
cacy of EHR implementation. It is one thing for a healthcare organization to 
make a decision to implement EHR, but the precision with which nuances of 
the implementation are communicated is also a critical element of a successful 
intervention. When role and authority are taken into account this becomes  
an even more complex proposition. There are those who will use the 
record—likely end-users—and those who are responsible for implementation 
of the system. They are many stakeholders in between. Communication 
throughout the introduction of an intervention is key. Strength and clarity of 
message is often evidenced through the success of the implementation. 

Time 

The third element of Roger’s innovation theory focuses on time. The element 
is comprised of three components: the innovation-decision process, adopter 
categories, and the rate of adoption (Rogers 1995). In the context of this 
theory, time should be viewed as a continuum spanning the point at which a 
potential adopter becomes aware of the innovation to and through the point 
of adoption or rejection. Between these points are five steps in between: 

Table 11.1 Innovation Adoption Characteristics and Rates    

Characteristic Anticipated Improvement  

Relative advantage Faster adoption based upon perceived advantage the 
innovation has over what exists. 

Compatibility Level of alignment with adopters’ values, needs, and experiences. 

Complexity Innovation is understood and used. The simpler the idea, the 
faster the adoption. 

Trialability Faster adoption based on the ability to test and assess. 

Observability Faster adoption based on how visible the innovation is to others. 
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knowledge, persuasion, decision, implementation, and confirmation. There 
are also five stages within the innovation process: agenda-setting, matching, 
redefining/restructuring, clarifying, and routinizing. The first two stages 
constitute what is referred to as the initiation phase. By the end of this stage, 
one will have a clear sense of whether or not the innovation will be adopted 
or rejected. Assuming adoption, the last three stages constitute the  
implementation phase. 

Adopter Categories and Rate of Adoption 

Measurement of how inclined someone is to adopt is another important element 
of industry-wide intervention. Rogers (1995) defines these adopter categories as: 
“innovators, early adopters, early majority, late majority, and laggards” (2). 
Table 11.2 illustrates the traits of each adopter category. 

Identifying the Need for Industry-Wide Change 

This chapter uses the healthcare industry as an environmental backdrop for 
the intervention of medical records. When we think of think of Cummings 
and Worley’s (2009) descriptions of an intervention as “planned, and delib-
erate” (750) the implementation of EHR certainly fits the bill. The difference 
between an organizational intervention and an industry-wide intervention is 
that the planning for implementation of the change effort cannot be co-
ordinated across the entire industry. In the case of EHR, many different en-
vironmental conditions, both internal and external, influence the timing and 
scope of implementation. A hospital, for example, is typically better 

Table 11.2 Adopter Categories and Traits    

Adopter Category Adopter Traits  

Innovators Actively seek innovation; venturesome; not afraid to take risks. 

Early Adopters Open to change; closely connected to social system. 

Early Majority Usually about one third of social system, adopt just before 
average member of social system; deliberate in making 
adoption decision. 

Late Majority Another third of the social system; slower to adopt; skeptical 
about the actual innovation. 

Laggards Traditionalists; last group to adopt; suspicious of new ideas, 
products, services, process, etc. 
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positioned to implement EHR than a community health clinic. The two or-
ganizations both exist within the same industry but also within very different 
contextual systems. 

Even within hospitals, there are distinct forces at play which may lead to 
variable forms and levels of implementation. Boonstra and Govers (2009) 
offer three characteristics that distinguish hospitals within the healthcare  
industry: (1) they are working to meet multiple objectives, (2) they have 
complex structures, and (3) they have a workforce made up of varied  
positions with multiple levels of autonomy. 

Consensus-Gathering Processes 

Senge et al. (1999) in his framing of consensus-building, locates necessary 
conditions for establishing agreement, at the senior most levels of the  
organization. He says: 

“Building genuine consensus on governing ideas, on systems of 
checks and balances and on blocks against authoritarian drift does 
not require unanimity. It does require people willing to find 
common ground in principle and practical solutions that everyone 
can live with. It also requires a group of people who collectively 
have the power to take action in designing go variance systems. In a 
corporation, this means the CEO and some significant percentage of 
senior managers. Depending on how sweeping the changes are, it 
may require involvement of board members as well” (378–379).  

Even within one organization, the process of gathering consensus, at least 
initially, involves many stakeholders, the majority of whom hold a great deal 
of power around decision-making and setting strategic direction toward a 
future, desired state. One can imagine how much more difficult consensus- 
building becomes when that consensus must be built across multiple  
organizations and organizational systems. 

One might also argue that, in the case of EHR, building consensus is not a 
necessary activity, in order for the intervention to take place. While this may be 
true in the literal sense, the consistency with which EHR are implemented across 
various systems contributes to the overall narrative around its efficacy. In this 
context, the word “efficacy” is not referring to the meaning or value of the EHR 
system itself, but rather to the efficacy of its implementation within the overall 
healthcare system. 

Industry-Wide Interventions ▪ 265 



A key but complicating factor in considering the challenges of EHR im-
plementation is the fact that the intervention took place amidst a contentious 
federal regulatory environment. EHR gained support at the federal level through 
the 2009 American Recovery and Reinvestment Act, which illuminated the 
shortcomings of the healthcare industry as it relates to medical recordkeeping. 
Atherton (2009) identifies the economic environment at the time of im-
plementation as a driving force and background for the intervention. 

The Role of External Influences 

One study by Jha, DesRoches, Campbell, Donelan, Rao, Ferris, Shields, 
Rosenbaum, and Blumenthal (2009) on hospital-based EHR found that of the 
63.1% response rate from surveyed hospitals (N = 3049), only 1.5% had a com-
prehensive EHR system. The study defines “comprehensive” by the presence of 
EHR “in all clinical units” (p. 1628). Of the responding hospitals, those in urban 
areas (which also tend to be larger hospitals) and teaching hospitals, were more 
likely to have EHR systems. Respondents also reported capital requirements 
(1628) and high maintenance costs (1628) as primary barriers to implementation. 

Location of an organizational system, the environment around it, and the 
overall healthcare environment are but a few critical variables which determine 
the extent to which external forces may influence industry-wide intervention 
and change. In the case of EHR, there are also just as many (if not more) 
internal variables at play as well. As previously mentioned, there is no industry- 
wide set of standards guiding necessary conditions for implementation of EHR 
in hospitals. Even in an internal setting, this challenge could easily exacerbate 
challenges around buy-in and individual stakeholder investment. 

Considering Force Field Analysis 

Payne (2013) discusses her use of Force Field Analysis in analyzing the value 
of specific change frameworks during the introduction of electronic clinical 
documentation among nursing staff. Force Field Analysis requires change 
agents to consider what “field of forces,” as Lewin puts it, are hindering a 
system from its desired future state through restraining forces, and which are 
strengthening the driving force necessary to achieve that future desired 
state. In the case of EHR, these forces are at play both within individual 
organizations, at every level of system (Payne 2013) and also outside of the 
organization in the system-environment, where culture and readiness for 
change are also influenced and implicated. 
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Identifying Industry Leaders 

Cummings and Worley (2009) speak of interventions as change efforts that are 
“planned, deliberate, and presumably functional” (750). The vast nature of a 
system, and for this discussion, a healthcare system, makes the identification of 
industry leaders a complex proposition. There are those who hold positional 
leadership by virtue of function and title. The individuals matter greatly when it 
comes to the execution of change, specifically change that is carried out, in part, 
through one’s vetted role and authority. It is important to note, however, that 
positional leaders are but a small fraction of the community of adopters and 
implementers involved in such a significant universe of stakeholders connected 
to adoption and implementation of EHR within an organization and system. It 
would be interesting to conduct a stakeholder mapping exercise that identifies 
the variety of roles and positions necessary for successful implementation of an 
intervention such as EHR at the systems level. 

Management of Change in Teams 

Perhaps one of the most effective ways to understand industry-wide inter-
ventions is to situate the salience of organizational learning to the overall 
change process. Inasmuch as change requires both individual and team- 
inspired shifts in behavior, it is useful to analyze the ways in which an or-
ganization both understands itself as a learning organization and, as a con-
sequence, behaves in accordance with that imagination of itself. 

Ambassadorship in a Change Process 

Leaders of change have myriad opportunity to influence teams’ and members’ 
perception and engagement with the change process. One of the most critical 
moments for a leader to gauge psycho-emotional investment in planned 
change occurs during the phase Wheatley (2016) calls “the neutral zone.” She 
goes on to describe this zone as “a lonely place” (53) wherein people are 
disconnected from one another but also disconnected from the change process 
itself. Groups and teams often lose identity in these moments. 

The opportunity to strengthen a team during times of transition involves a great 
deal of communication. Opening lines of communication allows ambassadors of 
change efforts to gauge how groups and individuals are faring in the change 
process. Even if the change is not experienced as positive, the psychology of 
change can feel more positive when individuals feel less isolated during the 
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change. Communication becomes a kind of ‘glue’ that holds and connects people 
during a time that can often feel uncomfortable and possibly even scary. 

Ambassadors of change are those who accept, only as a baseline, particular 
competencies to successfully lead individual and teams through change. The 
deeper work of change leadership moves above and beyond these domains 
and seeks what is possible through observation during various moments of 
engagement with team members. Adapted from Boyatzis (1998), Table 11.3 
illustrates what Rothwell et al. (2010) outline as effective leadership compe-
tencies during change (Table 11.3). 

Table 11.3 Leadership Competencies to Effectively Lead Change    

Competency Competency Description  

Efficiency Orientation The ability to perceive input/output relationships and the 
concern for increasing the efficiency of action. 

Planning The ability to define goals/objectives, strategy, tactics, and 
resources to be used to meet the purpose (mission). 

Initiative The ability to take action to accomplish something, and to 
do so before being ask, forced, or provoked into it. 

Attention to Detail The ability to seek order and predictability by reducing 
uncertainty. 

Flexibility The ability to adapt to changing circumstances, or alter 
one’s behavior to better fir the situation. 

Networking The ability to build relationships, whether they are one-to- 
one relationships, a coalition, an alliance, or a complex 
set of relationships among a group of people. 

Self-Confidence The ability to consistently display decisiveness or presence. 

Group Management The ability to stimulate members of a group to work 
together effectively. 

Developing Others The ability to stimulate someone to develop his abilities or 
improve his performance toward an objective. 

Oral Communications The ability to explain, describe, or tell something to others 
through a personal presentation. 

Pattern Recognition The ability to identify a pattern in an assortment of 
unorganized or seemingly random data or information. 

Social Objectivity The ability to perceive another person’s beliefs, emotions, 
and perspectives, particularly when they are different from 
the observer’s own beliefs, emotions, and perspectives. 
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Evaluating System-Wide Interventions 

The Whole-Scale ® Change methodology is a whole systems approach used to 
create rapid and sustainable change in organizations and communities around the 
world. Founded on solid theory and robust models it is flexible enough to ad-
dress a wide range of organizational issues. A Whole-Scale journey engages large 
and small microcosms of the organization as the key elements of the change 
process, groups as small as ten and as large as 1,000 face-to face or virtual. Whole- 
Scale is based on the belief that the wisdom needed to create successful change is 
in the people, and the role of the consultant is to help leadership uncover, 
combine, and apply that wisdom to accomplish the results they are seeking. 

Any leader willing to adopt Whole-Scale change methodologies would be 
well-positioned to promote a systems-thinking framework to evaluate the effi-
cacy of a system-wide intervention. Huz et al. (1997) propose a framework for 
evaluating interventions enacted at the systems level. 

Tools/Activities 

The EHR system implemented at Health System X is an example of an in-
tervention involving evaluation of attitudes toward the introduced change. 

Entry 

As efficient as EHR systems may be on their face, consultative entry involves 
the challenge of coming into a system distracted by the perception of added 
responsibility precision of records, additional costs, steep learning curves 
related to the need to learn new systems, and physicians who believe it  
beneath them to enter data. 

Start-Up 

The intervention was clear in its scope—to examine the experience of im-
plementing EHR in Health System X. Consultants gathered this information 
through semi-structured interviews. 

Semi-structured interviews followed the following format:  

▪ Explain background and rationale for the interview.  
▪ Present question but allow the interviewee to lead the conversation.  
▪ Be concise. The interviewee should do most of the talking. 
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▪ Be conversational in re-routing responses that don’t answer presented 
questions.  

▪ Address any contradictions from other interviews in the form of follow- 
up questions. 

Assessment and Feedback 

Data gathered through interviews focused on four specific issues related to 
implementation: critical events, organizational leadership roles, culture, and 
changes in clinical practice. Feedback revealed challenges in all four areas 
related to implementation problems, not only with the system itself but with 
communication around the efficacy of the system. 

Example of Agenda for System-Wide Leadership Summit 

Health System X held a leadership summit as part of a culminating effort to 
collect information about the implementation of electronic health records. 
Such a summit allowed a cross‐section of critical stakeholders in the change 
effort to share feedback in a format that would generate discussion and new 
ideas for how change might be managed in the future.  

I. Opening and statement of purpose  
II. Review of aggregated data by organizational divisions  
III. Small-group discussions (by department) on top five highest and lowest 

scores  
IV. World Café Gallery Walk  

a. Using the word bank generated in the planning retreat, which words 
still resonate?  

b. What do the top five highest and lowest scores indicate about our 
shared culture?  

c. If you were to do a SWOT analysis of our training for EHR, what 
would you include? 

Action Planning 

After engaging with the data resulting from the interviews, Health System X 
was able to reimagine data-entry roles for medical assistants, nurses, and 
physicians; discuss methods of troubleshooting for technological issues re-
lated to system use and end-user training challenges, and innovative forms of 
telephone consultations. 
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Key Lessons Learned 

Industry-wide interventions are dynamic in that they represent culminations 
of organization-wide interventions that were likely implemented in varied 
timeframes and under disparate sets of circumstances. Although every orga-
nization exists in a different internal and external system, an industry has, as 
its backdrop, multiple organizations which exist within it. This should be 
viewed as an asset and an opportunity to more proactively plan change which 
may move beyond the level of system. Below, is a list of four key lessons 
learned while compiling this chapter.  

1. There are opportunities to study change before it moves beyond the 
organizational level.  

2. Industry-wide interventions require assessment of organizational learning 
systems.  

3. Most determinants of whether or not EHR will be implemented are 
environmental.  

4. The final stage of planned change, renewal, informs future iterations of 
intervention evaluation. 

Discussion Questions  

1. Should the field of OD create a definition for the term industry?  
2. Should Force Field Analysis become a standard evaluation process when 

change is driven or influenced by a legislative environment?  
3. Has organizational culture reached a point whereby every hospital 

should be held accountable for implementing EHR?  
4. Should the body of literature on systems thinking include more case 

studies on industry-wide interventions?  
5. Are there competencies specifically tied to a person’s ability to lead 

industry-wide change? 
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Overview 

This chapter provides information and support for creating community-based 
interventions. According to Rothwell, Stavros, and Sullivan (2016), the sixth 
level of OD intervention is industry or community-based change intervention. 
This chapter focuses on the community change intervention part, also known 
as community development. Furthermore, this chapter provides insight into 
how to engage, process, and depart from the community as an organization 
development (OD) practitioner. Also, readers will be introduced to the fol-
lowing elements of a community change intervention:  

▪ What are community-based interventions?  
▪ Identifying the power structures within the community  
▪ The stages of community-based change intervention  
▪ Understanding the needs and wants of the community 

OD practitioners are often called into work for many different types of or-
ganizations or groups. It is critical to remember that OD practitioners are 
systems-thinkers. They partner with the client to improve the organization 
(Wilson 2018). Safely advancing this idea one step further, and for this 
chapter, it is useful to consider individual communities as organizations. An 
OD intervention may be necessary when a community calls for someone with 
the necessary expertise or experience to respond to the groups’ certain needs. 
Most importantly, the task of that someone will be to engage the community’s 
majority of people and make them active members in identifying their own 
solutions. An OD practitioner can be that special someone with the necessary 
expertise and experience to help the community members through a 
community-based OD intervention. 

Understanding Communities 

It is crucial to understand and appreciate a community, the community’s 
social fabric, and its background and history when assisting with any 
community-based intervention effort. A community is not just a series of in-
terconnected buildings or landmarks or a group of people in a common area. 
A community is all these things, and in many cases, it can be the lifeblood of 
an area. Accepting the call for assistance can be a daunting responsibility, so it 
is best to understand the community with which the OD practitioners are 
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working. According to Berns (2007), there are five major ways to interpret the 
idea of community based. These are:  

1. Production, Distribution, Consumption: This is how the community 
members make their living doing various jobs within the community.  

2. Socialization: This point refers to how the community instills norms and 
values upon the community members. To foster socialization, commu-
nity members may create and follow traditions like tree lightings, large 
meal gatherings, etc. Community members can also establish rules and 
generally accepted norms amongst them.  

3. Social Control: Here, the community enforces the established rules of 
law, norms, and values recognized by the community members.  

4. Social Participation: This is how community members interact with 
each other to fulfill the need for companionship. Examples of social 
participation are religious services, neighborhood sports leagues, or 
group activities.  

5. Mutual Support: Community members recognize that there could be 
issues too large or too complex for one member or one group in the 
community to handle alone. For example, raising funds for a municipal 
park or housing development may be too difficult for one person or 
group, but may be possible if others in the community also participate 
and help each other. 

When invited to work with a community, OD practitioners will need to 
identify the presenting problem(s) and the underlying problem(s) first. The 
presenting problem is why they were hired. It is what the client or OD 
practitioners can see right up-front. Another way to look at a presenting 
problem is to perceive it as a symptom or a surface issue. In many cases, 
clients often only want to deal with the presenting problems because they can 
be fixed quickly or relatively easily. 

An underlying problem is the root cause of the presenting problem. If the 
underlying problems are not addressed, the solutions that are provided to 
resolve the presenting problems can be temporary or short-term. Underlying 
problems can range from communication issues between groups to in-
equalities in socioeconomic status. Underlying problems are usually dis-
covered after the data-collecting process, such as preliminary conversations 
and one-on-one or focus group interviews with the community leaders and 
local participants. There are two reasons why underlying problems may exist. 
First, the problems are well known and apparent, but the community has not 
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effectively communicated their presence or how to deal with them. Second, 
the problems can cause pain and angst that people just do not want to deal 
with. These underlying problems can create opportunities for permanent 
resolutions to the presenting problems, which would not be solved without 
OD practitioners’ careful intervention and interactive assistance from the 
community. Both types of problems can be powerful tools for understanding 
the complete problem facing the community. 

Types of Community-Based Interventions 

Just as it is crucial to understand the problems facing the OD practitioners in 
developing a community-based intervention, it is also essential to understand 
the resources at hand to help create sustainable community plans. There are 
several ways to approach a community-based intervention. The following are 
four types to assist OD practitioners in developing a community-based in-
tervention while using the community itself as a part of that intervention 
(McLeroy et al. 2003): 

▪ Setting. This refers to the boundaries in which the community inter-
vention is going to take place.  

▪ Target. This refers to the community locations that will be changed due 
to the systemic changes created by the intervention.  

▪ Resource. This refers to financing, assets, and materials needed for 
implementing a successful intervention.  

▪ Agent. This is the engagement of individuals within the community as 
the catalyst for change and engagement of the selected intervention. 

According to McLeroy et al. (2003), electing from one of these categories 
allows OD practitioners to determine a way to include the actual community 
itself as an instrument in the successful creation and sustained implementa-
tion of a plan. Selecting one or a combination of these categories can for-
mulate a plan of engagement to which each person can give full consent. For 
example, using the types and categories of setting and resource together can 
be quite effective. Positive outcomes can be achieved by using these cate-
gories together. Using the community’s location and the businesses, churches, 
and schools embedded in the area can create a positive outcome for the in-
tervention. Figure 12.1 shows how the community can be used as a resource 
and how the persons involved can impact the intervention. 
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Identifying the Power Structures Within the Community 

Figure 12.2 resembles a table with some seats around it. An OD practitioner 
can use this configuration and structure as a tool to begin community inter-
vention. It might be helpful to think of this exercise as a major family dinner. 

•How can a suitable
goal for the
community be
created?

•Communities can
adapt to change.
How can
communities be
engaged?

•!e people of the
community are the
primary capital.

•How is the location
of the community
impacting the
intervention?

Setting Resource

TargetAgent 

Figure 12.1 Using the Community as a Resource.  

Community
Intervention

Client

Naysayer

Influencer

Early
Adopter

On the
Fence

Decision-
Maker

Figure 12.2 Community Intervention Table Setting.  
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Everyone at the table is related in some fashion, but everyone does not think 
the same and may have hidden agendas. Just like planning dinner seating, 
setting a meeting for a new intervention can be as difficult. 

An OD practitioner may want to start asking some questions as below:  

▪ Who is the decision-maker? 
Those who invited the OD practitioner into the community may not be 
the final authorities to approve the OD practitioner’s intentions and ac-
tion plan. This potential discrepancy can create a problem for payments 
to the OD practitioner or how the intervention moves forward.  

▪ Are there people who should not sit next to each other? 
If possible, with some community members’ assistance, the OD practi-
tioner should determine who should not sit next to each other. The 
practitioner must consider that individuals have differing points of view. 
The OD practitioner may want to sit the individuals with different 
viewpoints on the same side of the table as a means for encouragement 
and to create an environment or mindset of “we are all on the same side.”  

▪ Where is the influence coming from? 
Those individuals with the most influence might not have any power at 
the table, but they could hold sway over the group.  

▪ Who are the naysayers? 
It is common that some individuals might say “No” or “That’s not going to 
work here” to a change intervention. But they could be an OD practi-
tioner’s most helpful contributors.  

▪ How many people does the OD practitioner need at the table? 
Understanding the proper number of people and the correct people to have 
around the table can be difficult to accomplish. Knowing who should be at 
the first meeting could be an important start in creating a positive im-
plementation. Speaking with the clients and other community members will 
provide some leads and the opportunity to speak with other community 
members at large. The selection of individuals invited to the table should 
also have some flexibility. If the right people are not there, even in the 
second meeting, it could impede progress. Making sure that the correct 
people are at the table can ensure acceptance of the proposed intervention.  

▪ Who is willing to buy into the message? 
It is also common that some individuals are willing to hear an inter-
vention message without a great deal of coercion or resistance. These 
individuals are likely to display an open, accepting, and engaging body 
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language. Therefore, they should always be in the line of sight of most 
of the people in the room. 

▪ Are there people who have not decided yet about the interven-
tion? 
When entering a community intervention, there will always be a sense of 
apprehension from community members about the intervention led by 
an unknown individual. However, they may be willing to give the benefit 
of the doubt to the OD practitioner. 

Asking these questions will assist OD practitioners in the change intervention. 
Furthermore, it will help them find additional people to develop creative 
ideas that would serve the community in the change effort. 

Business Case Example 

Although this is a fictional case, the data represent an actual community. The 
actual data for the area can be found at City-Data.com (http://www.city- 
data.com/neighborhood/West-Farms-Bronx-NY.html). All the names used in 
this case example are fictitious. 

The Purpose 

The Mid-Bronx Development Association (MBD) has contacted Mr. Claude 
Brown to create a community intervention program that will get its residents 
to be tested and vaccinated for Coronavirus (Covid-19). 

Mr. Brown was contacted by Ms. Sarah Brooks, who serves as the current 
director of MBD. As a respected OD practitioner with over 20 years of experience, 
Mr. Brown was contacted to help create a community-based plan to implement a 
procedure and get the newly created vaccine out to the community at large. MBD 
cannot seem to get buy-in from the community residents. Mr. Brown was aware 
of the background, history, and relationship between communities of color and 
the U.S government and medical industry. He knew that communities of color 
had considerable mistrust on government-proposed medical interventions (such 
as The Tuskegee Experiment in 1932 and the appropriation of cells from Henrietta 
Lacks without her consent in 1951). He also knew that there was some concern 
with the speed at which this vaccine was developed, and the residents of the 
community were concerned that they were the experimental test group. 
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Community Background 

The community of the West Farms neighborhood of the Bronx, New York, 
covers just .15 square miles and has a population of 5,328 people, most of 
whom are from underrepresented communities. The majority population in 
the community are Latino (73.3%) and African American (20.4%). The 
community’s median household income is $33,500, and the median rent is 
$900. The median age of the community is 33.3 years (30.6 years for males, 
36.0 years for females). Seventy-two percent of residents use mass transit. 
There are two major hospitals in the area that serve in conjunction with 
several area clinics. The area is also serviced by several churches, two  
synagogues, and a mosque. 

Participants 

Before entering the community, Mr. Brown wanted to understand the si-
tuation better. Mr. Brown recognized that he needed to speak with the 
community members to determine their problems. He first contacted  
Ms. Brooks, the “contacting client,” who initially reached out to him. He 
wanted to better understand who she was, how she fits into the commu-
nity, and what she wanted to accomplish through his services. Through a 
few conversations, Mr. Brown discovered that Ms. Brooks had been in the 
community for five years after relocating from Albany’s governor’s office. 
She came into the current position after being selected over several local 
candidates. Mr. Brown assessed that she was a proven administrator but 
still must prove herself to this community. While she has won many  
residents over, she still has many detractors. 

After developing a cordial working relationship with Ms. Brooks, Mr. 
Brown sought out the following community members to be involved with the 
change intervention process:  

▪ Rev. Dr. John Burell has been in the community for over 30 years. His 
church has been a cornerstone for many residents. His father was also the 
pastor of this church.  

▪ George Nevis was a prominent business owner. He had several stores in 
the community, but MBD felt that he charged the residents far too much 
for the products offered.  

▪ Keshia Tims owned a daycare center in the area. While her facilities were 
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understaffed, she believed she needed to be in the community close to 
the center even though she was not turning a profit.  

▪ Vincent James served as the Assemblyperson of the district. He was not as 
engaged as he once was and relied heavily on Sonny Vasconsellis to 
make many decisions for assembly vote and resident engagements in the 
community.  

▪ Sonny Vasconsellis serves as Mr. James’ chief of staff and primary point of 
contact. He also serves as Ms. Brooks’ supervisor.  

▪ Assemblyperson James was the “paying client”. Mr. Brown attempted to 
meet with Mr. James several times, only to have a brief meeting with  
Mr. Vasconsellis. Mr. Vasconsellis told Mr. Brown what Mr. James thought 
the community needed and what Mr. Brown should be doing (with  
Mr. James’ direction). 

After contacting the above individuals, Mr. Brown then set meetings with 
other community leaders and those he thought might influence the commu-
nity. He met with the following individuals;  

▪ Rabbi David Saltzman leads a congregation in the shadow of Saint 
Barnabus Hospital. The Rabbi and the head physician Edward Phillips 
have clashed over the number of vaccinations that needed to be 
distributed.  

▪ Dot Washington has been in the community since the early 1970s. 
Now retired, she has become the mother of her block and is not en-
tirely sold on MBD or Assemblyperson James. She wants a better life 
and a brighter future for her grandchildren, but she cannot make it 
happen in the community by herself. After meeting her and learning  
of her concerns, Mr. Brown felt she would be an important voice at  
the table.  

▪ Dr. Angela Samuels had two lucrative clinics in the area and viewed her 
offices as the best things for the residents even though she was not there 
often. Her physician assistant, Millie Reyes, ran the office and was re-
sponsible for all medications that were distributed. Residents went to her 
clinics because it was easy to get things done quickly. Nurse Reyes is 
trusted to help patients in their time of need.  

▪ Dominga Hill was a civil rights activist and a local schoolteacher trying to 
get MBD to engage with the local elementary schools for health 
programs. 
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The OD Practitioner 

There are four main reasons why organizations like MBD reach out to an OD 
practitioner like Mr. Brown (Andrade 2019): 

First: Organizations just want an outside opinion. Ms. Brooks 
reached out to Mr. Brown because she realized that she was in a 
difficult situation. Her most effective way to defuse this situation 
was to bring in an expert from the outside to give an unbiased 
opinion of what should be done to improve the organization. As an 
OD practitioner, Mr. Brown has developed a reputation for being 
neutral and clear in his responsibilities to the organization. He is 
known for making sure the most appropriate needs that are  
determined by the community are met (2019). 
Second: Members of the organization may not be qualified to 
provide a strong and competent OD engagement. These members 
of the organization may also feel better about talking with an outside 
person(s) due to trust issues already present within the organiza-
tion (2019). 
Third: The employees do not have to stop any work or projects 
they are responsible for while the OD practitioner performs the 
intervention. The organization can continue to focus on its primary 
work functions (2019). 
Fourth: It may be easier to engage an OD practitioner with the 
organization through a contract. OD practitioners are hired for a 
specific period, and when the task is completed, the OD practitioner 
departs (2019). 

Assemblyperson James wants the intervention done quickly and effi-
ciently (meaning cheaply). He wants someone to come in and depart 
quickly while Ms. Brooks continues her relationship with the community 
(Staples 2016).  

Step 1: Entrance 

In this step, Mr. Brown wanted to identify the main individuals who were 
going to be able to represent the entire community so he could begin the 
intervention. Since he would not be able to speak to all the residents to find 
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out their needs (Campbell 1998), he made sure to get a varied group of 
people around the table for the intervention. It is best to get a voice directly 
from members of the community. He recognized that he would be asking 
many questions to these individuals to get to the core of what they needed to 
implement this vaccine program. By asking the participants questions,  
Mr. Brown knew he would get a better feel for what the community needs. 
The following needs statements were important ones that he made sure to 
watch for in his questioning:  

▪ What this community needs…  
▪ My people need…  
▪ This is a real concern about…  
▪ We do not have enough…  
▪ This block/town/community could really use…. 

Mr. Brown knew that the second group of phrases, the want statements, 
would be just as important as the needs statements for a successful  
intervention (Campbell 1998). Understanding the want statements could 
help the participants negotiate in some areas when the conversation 
around the table slowed. The “want statements” can have the following 
phrases:  

▪ I want my people to have…  
▪ We do not need it, but we would like…  
▪ We could use…but only if we get…  
▪ I need for my area to have…  
▪ Look, we just need to give this area… 

As the table came together, Mr. Brown had to determine what intervention 
type would be the strongest tool for creating a sustainable and  
successful intervention. He used the STAR method to use the community  
as a tool for implementation (Hambrick & Fredrickson 2001). As it has 
been mentioned earlier in this chapter, the STAR acronym stands for the 
following:  

▪ S (Setting): Location of the intervention and the possible places that 
people in the community can be gathered to meet and discuss issues and 
concerns.  

▪ T (Target): Goals provided by and created by the collective group. 
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▪ A (Agent): Persons who can be considered as agents for the intervention 
and engage others for buy-in. 

▪ R (Resource): Material(s) that will be needed to make this project suc-
ceed, such as monetary, talent, or hardline items. 

In this step, Mr. Brown also began to prepare for his departure. OD prac-
titioners know that organizations eventually outgrow, or the need for a 
particular consultant may cease to exist. The OD practitioners may also get 
a feeling that they have done all that can be done for this intervention 
(Weisbord 2012). Mr. Brown wanted the community to understand that 
when his work is completed through their leadership and active partici-
pation, he would not be in the community forever. By setting this ex-
pectation upfront, Mr. Brown wanted the residents to realize that the 
community work needed to go on even after his departure. However, he 
made it clear that the community should feel free to rehire him in the future 
if there is ever such a need. 

Step 2: Setting the Table (Defining the Power Structure) 

Please refer to Figure 12.2 earlier in this chapter to see how Mr. Brown 
viewed the table for his community intervention. When reviewing his table, 
Mr. Brown began to place his participants in buckets; the bucket titles are 
listed below. Mr. Brown also considered that all individuals around the table 
were going to require a different level of engagement and could not be 
randomly paired together. 

▪ Clients: They are individuals who asked him to come to create the in-
tervention. He must make sure they understand he is there to work with 
them and engage them as much as possible.  

▪ Naysayers: These are the individuals who think they do not need 
Mr. Brown’s help, and they can accomplish the goal better than him and 
his OD intervention.  

▪ Influencers: They may not have a great deal of financial weight, but 
their word is gold. If Mr. Brown can get them to see his vision, they will 
help him in ways that will mean more than finances.  

▪ Early Adopters: Excited for the help and the desire to be a part of the 
change, they can be paired with an influencer or naysayer.  

▪ On the Fence: This group of individuals presents the toughest challenge 
for the OD practitioner. They want to hear what the OD practitioners 
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have to say and see what they are going to do, but the OD practitioners 
may not feel for their position right away. The OD practitioner will need 
to keep them away from the naysayers but close to the decision-makers 
or influencers.  

▪ Decision-Makers: These are the persons with the final say. They 
may not have asked the OD practitioner to come into the community, 
but they will have a say whether the OD practitioner stays in the 
community.  

▪ OD practitioners: Mr. Brown did not place a seat at the table for himself 
because he is a facilitator. He knew that he must be able to work across 
all lines and not be engaged with any one person (except the client) too 
much. He wanted to make sure even if the people around the table were 
not completely on his or Ms. Brooks’ side, they would, at the very least, 
allow him to do his work. 

Table 12.1 is a list that Mr. Brown created to talk with the residents about their 
needs during this implementation. He did inform all the individuals he spoke 
with that he would present their requests to the entire group in an anonymous 
fashion. This action allowed a safe environment for participants to speak 
freely and to develop processes for the implementation. 

Step 3: Assessment and Feedback 

This phase could be considered as a listening tour. Mr. Brown continued 
to check in with the individuals around the table. In this step, he reported 

Table 12.1 Needs and Wants List     

Individual Needs Wants  

Client   

Naysayer   

Influencer   

Early Adopter   

On the Fence   

Decision-Maker     

Source: Adapted from Koonce and Harper (2005). Engaging African American Parents in 
the Schools: A Community-Based Consultation Model. Journal of Educational 
and Psychological Consultation 16(1–2): 55–74.  
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the findings from the initial group meeting to the participants. Mr. Brown 
asked them for additional solutions that they did not have a chance  
to express during the initial meeting. He did not do this in a formal setting 
but in some type of casual setting where the community members  
could feel at ease. For example, he met many people at either a Starbucks 
or Krispy Kreme Doughnuts for morning coffee. He knew that he would 
not have many opportunities to engage community members one-on-one 
where they would feel completely comfortable. By meeting in a  
public space, he knew that they might feel more open to answering his 
questions and feel less constricted in giving him their unfiltered insights 
into what they thought was needed by the community. Mr. Brown  
gradually took this step with constructive intention, given he felt this 
would be a great way to gather information as he continued to push his 
change intervention process forward. 

Step 4: Action Planning 

After covering many points with the participants, Mr. Brown wanted to 
establish a plan of action. This action planning amounted to strategies 
developed on the earlier steps, such as reporting findings on  
problems and solutions raised from the interview processes for data 
gathering. To review his strategy plan, he referred to Hambrick and 
Fredrickson’s (2001) article titled “Are You Sure You Have a Strategy?" 
and EV Genderen’s article titled “What Is the Strategy: Back to Basics." 
Hambrick and Fredrickson (2001) identified the major elements of  
having a strategy. Mr. Brown took from this reading that he should be 
able to answer the following five main questions  
(Hambrick & Fredrickson 2001, 50):  

1. Arenas: What is the working space? What is the location that is being 
engaged?  

2. Vehicles: How are we going to reach our goal?  
3. Differentiators: What makes our methods and practices stand out to 

establish this organization as a leader?  
4. Staging: What takes place first? How will this effort conclude?  
5. Economic Logic: Can the bottom line be increased? 
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Step 5: Intervention 

Once Mr. Brown had a workable, productive, and effective strategy in place, 
he wanted to make sure that the community members could see both the 
short- and long-term goals based on the objectives they set from their first 
meeting.  

▪ At the start of the intervention plan, Mr. Brown went to Ms. Brooks to go 
over the roundtable community meeting details. During the meeting with 
Ms. Brooks, he suggested that they meet with Assemblyperson James to 
clarify the vaccine’s objectives. Mr. Brown worked with Rev. Burell and 
Nurse Reyes to get a ground-level approach to engage the residents 
about their distrust.  

▪ This approach helped in creating a platform for most residents to 
meet with someone in charge. Mr. Brown continued this action for 
three weeks before the vaccine reached the offices of Dr. Samuels.  
Dr. Samuels had a few suggestions for him, but she assured him that 
Nurse Reyes would let him know what he should do. Mr. Brown had a 
phone meeting with Nurse Reyes the week before the arrival of the 
vaccine.  

▪ Mr. Brown then approached Ms. Tims and Mr. Nevis at their businesses 
about continuing the community outreach. In meeting with Ms. Tims, he 
found that she was supportive, but many of her clients would still be 
hesitant to give this vaccine to their children. Ms. Tims wanted to  
know how to get more children involved in the process. When he met 
with Mr. Nevis, he still found some resistance in discussing the vaccine. 
Mr. Nevis felt that Assemblyperson James had not been given enough 
credit for this effort, and he did not feel the Assemblyperson had given 
his “true” blessing for this endeavor.  

▪ Immediately after this meeting, Mr. Brown contacted Mr. Vasconsellis 
to see exactly what Assemblyperson James was thinking about the 
project because Mr. James was not communicating to Mr. Brown or 
Ms. Brooks.  

▪ Lastly, Mr. Brown sought out Ms. Hill, who had been noncommittal in 
each of the prior meetings. During the meeting with Ms. Hill, she 
expressed distrust in both Ms. Brooks and Mr. James. Ms. Hill still had 
reservations, but based on the information, she felt that the residents 
needed to have the vaccine. She was preparing to meet with many 
community residents to seek out locations for vaccination. 
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▪ When the vaccines arrived, Mr. Brown went back to all participants to see 
how the vaccines were being accepted in the community. He found that 
all but Mr. Nevis were following and supporting the plan to distribute the 
vaccine to the community.  

▪ The clinics agreed to give out 750 to 1,000 doses of the vaccine per week. 
The daycare centers were providing brochures and video links to the 
parents and caregivers. Ms. Washington had engaged the senior centers 
and had given several “community talks” at the local park about the 
vaccine.  

▪ Mr. Brown also saw that Rev. Burrell’s parishioners were going door to 
door in several neighborhoods. He approached Mr. Nevis to find out why 
he was not engaging with the intervention in the manner to which he 
agreed and found that he had a conversation with Assemblyperson James 
who told him that he did not have to comply with the chosen plan since 
everyone else complied. 

Step 6: Evaluation 

Mr. Brown met with all the community leaders to get their feelings before the 
vaccine arrived, after it arrived, and during its distribution. An example of the 
type of questions that he asked for an evaluation of the program can be seen in 
Table 12.2. Mr. Brown started with these questions and modified them as he 
moved through the process. He wanted to be sure he did not miss any potential 
pitfalls moving forward. Mr. Brown sought to hear about the problems in the 
process from the community members. Doing this type of continuous eva-
luation allowed him to shift and pivot as needed for a successful 
implementation. 

The following sample bank of questions can be asked of community 
members:  

1. What do you think of _______________Program?  
2. If you could change one thing about this program, what would it be?  
3. Rate the status of _____________ Program.  
4. What effort is not needed from __________________ Program?  
5. Can you tell me the goal of ___________ Program? 

Table 12.2 asks community members to rate the program. 
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Step 7: Adoption 

According to Leseure et al. (2004), there are five primary rules for the adoption 
of successful practices in communities: 1) identification of the need for per-
formance; 2) improvement of identification of best practices to address these 
needs; 3) prioritization of these best practices; 4) assessment of required pre-
decessor practices, and 5) implementation. As the selected community leaders 
came to a consensus on what was needed to be done to ensure a positive 
outcome with the delivery of the vaccine, the community leaders recognized 
they would become the primary conduits for the vaccine program’s success. 
This recognition came from the community leaders having buy-in and feeling 
responsible for making the program work with their constituents in the com-
munity to use the resources to solve the problem. Mr. Brown could see that the 
plan created at the table meetings was now a reality in the community. 

Step 8: Separation 

Finally, the time came for Mr. Brown to depart and separate from the client. 
He conducted four separation meetings as follows. 

Table 12.2 Survey        

Directions: On a scale of 1 to 5 with 5 being the best and 1 being the worst, please 
rate the following:  

Question 1 2 3 4 5 

Your level of service      

Recommending this 
program to another 
resident      

Meeting your needs      

Helping the 
community      

Understanding by 
staff of your needs      

Would you be willing 
to participate in an 
interview for more 
detailed responses? 

YES NO       
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1. The first meeting was with Ms. Brooks to review the process and evaluate 
what did work and what could be done differently.  

2. The second meeting with Assemblyperson James was to conclude the 
project and engage him about what he thought of the project’s 
implementation.  

3. The third meeting was with both Ms. Brooks and Mr. James to report his 
findings and to give them ideas on supporting their community efforts. 
Mr. Brown also wanted to report his findings to ensure that there was an 
understanding of the results and all their concerns were addressed after 
their individual conversations.  

4. The last meeting was with the entire group to celebrate their success. 
Mr. Brown also wanted the entire community to continue working 
with MBD. At this meeting, Mr. Brown shared the results of the project 
and what the community leaders thought they should do to ensure all 
residents had the opportunity to receive the vaccine. He then asked 
them, as a group, what solutions they thought they should utilize. As 
a result of this closing discussion, it was determined that there would 
be an additional step (e.g., consequences such as removal from the 
community leaders’ table) for members of the group who do not live 
up to the persons’ agreed-upon commitment at the community table. 
Ms. Washington and Ms. Brooks were selected as the leaders for 
making sure the group kept the number of residents taking the vac-
cine high until all the community members had received the appro-
priate dosage. Before leaving, Mr. Brown reminded Ms. Brooks that 
he would be more than happy to assist her if she needs further 
assistance. 

Mr. Brown had a chance to review his notes after the intervention  
was completed to see how far he strayed from his original intervention 
plan. A complete display of his intervention schedule is available in 
Table 12.3. 
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Tools 

The following chart provides several useful resources for understanding the 
OD intervention on a community level (Table 12.4). 

Table 12.4 Additional Resources     

Organization URL Overview  

Creative 
Interventions 

https://www.creative-interventions.org/ 
about/ci-projects/community-based- 
interventions-project/ 

Intervention 
and 
prevention 
measures 

Strategies for Social 
Change 

https://strategiesforsocialchange.com/ 
resource/ 

Community 
building tools 

Management of 
Social 
Transformations 
(MOST) Program 

https://en.unesco.org/themes/social- 
transformations/most 

Interventions 
from a global 
perspective 

The Winters Group https://www.wintersgroup.com/ Assessment, 
survey, and 
focus group 
support 

The Community 
Guide 

https://www.thecommunityguide.org/tools Budgeting to 
Interventions 
can be 
found here 

Diversity Edu https://get.diversityedu.com/workplace- 
diversity-climate-assessment/?gclid= 
Cj0KCQjw-uH6BRDQARIsAI3I-UdM_ 
NiP7MZJ0q-QvxAwOi5FB-lKf1ioChXL- 
FyITZMyJ2PRQZFAUEYaAurwEALw_wcB 

Assessment and 
focus group 
support 

National Center for 
Biotechnology 
Information 

https://www.ncbi.nlm.nih.gov/pmc/articles/ 
PMC1447783/ 

Interventions 
from health 
and medicine 
point of view 

Robert Wood 
Johnson 
Foundation 

https://www.rwjf.org/ Resources from 
various fields 
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Key Lessons Learned 

This chapter described community interventions and how to get community 
members engaged in creating their own solutions. As OD practitioners create 
community interventions, they need to remember this important point—the 
community itself can be an active member of the intervention. The chapter 
proposes using the STAR method to identify OD practitioners’ first ally. The 
OD practitioners can use a metaphorical table to assist them in identifying 
members of the community and planning a stronger intervention for the 
community. Mr. Brown determined that assessing what the community needs, 
from their own words, could help clarify what is essential to the success of a 
sustainable community intervention instead of the simple wants of one or two 
community leaders. 

Discussion Questions 

After reading the chapter, think about a community intervention that you 
would like to implement. Then, answer the below questions:  

1. Which community-based intervention, using the community as an active 
participant, works best for your work?  

2. How many people need to be at the table?  
3. What characteristics can be helpful at the table?  
4. What characteristics can be harmful?  
5. Which person at the table should be focused on the most?  
6. What is the role of the OD practitioner in community intervention?  
7. Name the five purposes for which communities come together?  
8. What could Mr. Brown have done better?  
9. Which participant was the most significant impediment? 
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The future of organization development (OD) interventions hinges on the future 
of work, workers, workplaces, and work environments. How will people per-
form their work in the future? Who will do the work? Where will people work? 
And what conditions outside organizations in the work environment will affect 
work, workers, and workplaces? (See Figure 13.1.) This chapter addresses these 
important questions, offering thoughts on the future of OD interventions as they 
are affected by trends (Lawler & Boudreau 2015; Surkutwar 2017). 

Work in the Future 

Work in the future will not occur in so-called “full-time jobs,” defined as jobs 
packaged in timebound units such as 5 days a week, 40 hours, for 50 weeks 
per year. Consider three predictions for work in the future. 

Work Prediction 1: Work Will Be Performed as  
Tasks or Projects 

Work will not be packaged in “jobs.” Instead, work will be performed in 
projects. Few, if any, people will have traditional full-time jobs. Most work 
will be done in the context of a project or even tasks within projects. A shift 
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will occur from paying for time to paying for work products and results. That 
shift will occur due to increasing global competition, greater parity in wage 
rates internationally occurring over time, and differences in national policies 
regarding taxation, tariffs, and employee benefits such as healthcare in-
surance and national policies on childcare and eldercare. 

The transformation from timebound jobs to results-based tasks and pro-
jects will be accompanied by creative efforts of organizations to minimize the 
amount of human contact that will be necessary. In short, there will be a 
move away from thinking of filling job vacancies to find creative approaches 
to get the work done. As many as 100 different ways have already been 
identified to get work done without hiring or promoting workers (see 
Rothwell et al. 2012). 

In the future “agile work” will be the order of the day. Much work will be 
posted online on sites like guru.com, and workers will compete for tasks or 
projects. Low-cost but high-value vendors will be most competitive. 

Helping employers and workers adapt to future “agile work” will be a 
future challenge for OD practitioners. OD interventions will be needed to 
facilitate change in converting from “time-based” to “results-based” ap-
proaches. OD interventions may also be needed to help managers change 
how they interact with workers, since “results-based” employment systems 
usually rely on many vendors rather than employees. 

�e Worker
(Who does the work)

�e Work Place
(!e world inside the organization)

�e Work Environment
(!e world outside of the organization)

�e Work
(What people do)

Figure 13.1 The Future of OD Interventions.  
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Work Prediction 2: More Work Will Be Performed  
by Robots and Artificial Intelligence 

Employers will move away from defining work as packaged in human jobs. 
Increasingly employers will focus on how the work is performed. Much work 
will be performed by sophisticated robots and artificial intelligence. 

Robots and artificial intelligence will displace many workers, and those 
workers will need to be retrained or cross trained for other work. OD prac-
titioners will be needed to help employers and workers interact effectively 
with robots and artificial intelligence. How people do their jobs affects their 
productivity, and OD will be needed to help people adapt to new kinds of 
interaction between smart technology and workers (Steghofer 2017). 

Work Prediction 3: Work Will Benefit from Crowdsourcing 
Logic 

The creative potential of large groups will be tapped by applying crowd-
sourcing logic to solving organizational problems or leveraging organizational 
strengths. OD principles will be combined with technology applications to 
reach optimal decisions across very large groups quickly (see Cancialosi 
2015). The same methods may also be used to fund new work projects and to 
source talent best equipped to implement solutions or leverage strengths. 

Workers in the Future 

Workers of the future will be older and better educated, and many will be 
retirees. Consider three predictions for workers in the future. 

Worker Prediction 1: Fewer Young Workers Will Be  
Available in Many Countries 

Birth rates decline after periods of economic slumps. Not surprisingly, then, 
birth rates dropped after the global financial crisis of 2008. Flash forward  
20 years, and it should become apparent that there is a projected reduction  
of college-age students in 2025 and college graduates in 2030. Employers  
will compete for a dwindling supply of traditional entry-level-age workers. 
That may spur increased efforts to substitute alternatives to younger 
workers—such as automation, artificial intelligence, and telework methods 
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that can diminish labor shortages that are intensified by geographical dis-
tances. These efforts will pose special change intervention challenges for OD 
practitioners as well as workers and managers alike. 

Worker Prediction 2: Organizations Will Compete  
for Retirees and Disabled Workers 

The drop in available and traditional young workers may also spur efforts to 
make better use of traditionally overlooked labor groups—such as retirees or 
disabled workers. Tapping new workers and new work methods will create 
challenges. That will prompt sweeping changes in organizations, necessi-
tating major change efforts. 

When different generations are present in workplaces, employers may face 
special challenges in dealing with varying expectations—and stereotypes—about 
people in different age categories. One big problem is the mistaken view that 
“old dogs can’t be taught new tricks,” a viewpoint that has been disproven by 
research about human learning (Rothwell 2020). OD practitioners will be needed 
to facilitate change efforts designed to dispel mistaken beliefs. 

Worker Prediction 3: Employers Will Compete for  
Talent Using Childcare and Eldercare Benefits 

Everyone knows that the U.S. does not have adequate childcare or eldercare 
policies. Young parents must pay an average of $15,000/year for each child to 
be taken care of while the parents work (McClure 2020). If the same parents 
have elderly relatives, the costs can be outrageous (Paying for Senior Care 
2019). If employers are willing to subsidize some costs for those squeezed by 
these costs, then the employers will enjoy a distinctive competitive advantage 
in attracting and retaining talent. But implementing such policies will require 
major change efforts, necessitating OD interventions to help address the 
perceptions, feelings, and beliefs associated with these efforts. 

Workplaces in the Future 

Workplaces of the future will be “anywhere.” More people will work from 
home—or other venues such as coffee shops or automobiles—and fewer will 
work in offices located in major urban areas. Consider three predictions for 
future workplaces. 
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Workplace Prediction 1: More People Will Work from 
Home—or from Alternative Venues 

For some time there has been a trend toward working from home full-time or 
part-time. 

According to GlobalWorkplace Analytics (2019):  

▪ 5 million employees (3.6% of the U.S. employee workforce) currently 
work at home half-time or more  

▪ 62% of employees say they could work remotely  
▪ 80% of employees want to work from home at least some of the time 

But working from home is itself a change effort—for workers and for man-
agers. It requires corporate culture change efforts using methods such as OD. 
OD practitioners of the future will need to help people adapt to changing 
work settings and the new demands that these new work settings may create. 

Workplace Prediction 2: People Will Grow to Prefer  
Virtual Workplaces 

In many cases, workers prefer working virtually than working in residential 
offices. 

According to GlobalWorkplace Analytics (2019), “more than a third of 
workers would take a pay cut of up to 5% in exchange for the option to work 
remotely at least some of the time; a quarter would take a 10% pay cut; 20% 
would take an even greater cut.” That suggests workers already prefer virtual 
to residential workplaces. 

There are many reasons why people prefer virtual settings (Global 
Workplace Analytics 2019). By working virtually, workers can avoid tiresome 
and expensive transportation costs to central office locations. They can be 
safer, since travel can attract criminals. They can also save money and time, 
since it is costly to travel from suburbs to inner cities. It can be time- 
consuming and uncomfortable to make those commuting trips as well. And 
those who work virtually can enjoy the comfort of working in loose clothing 
such as pajamas rather than in tight-fitting business suits. 

Working virtually, which has grown more popular due to the necessity 
imposed by the Covid-19 virus, will be an increasingly dominant form of 
work. That will lead to major change efforts. After all, managers and workers 
alike will need to learn how to work somewhat differently in virtual settings. 
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Workplace Prediction 3: There Will Be Less Foreign  
Travel but Increased Use of Videoconferencing 

Many people have grown accustomed to the ease of international travel. But, 
after the Covid-19 virus, travel has grown more restrictive. It is likely to remain 
restrictive, though perhaps not so much as during the worst of the pandemic. 
More international business will be conducted by videoconferencing and 
other technologically assisted means. That will mean more attention must be 
devoted to cross-cultural issues that can stem from communication by 
technology-assisted means (Blank 2020). OD interventions may be needed to 
help people work together in virtual sessions more effectively. 

Work Environments in the Future 

Work environments of the future will be more turbulent and more prone to 
black swan events that start out small and seemingly inconsequential but 
eventually grow into earth-changing situations. Consider three predictions for 
future work environments. 

Work Environment Prediction 1: More Natural and 
Manmade Disasters Will Influence Work, Workers, 
and Workplaces 

Global warming will lead to many more natural disasters. Examples of that 
include an increased incidence of hurricanes, tornadoes, and other weather- 
related events. Some experts predict that natural disasters, and other issues 
associated with global warming, will make it harder to raise crops and ani-
mals, which will in turn stimulate competitive conditions leading to wars. 

When people worry about food, they find it more difficult to do business. For 
that reason, OD interventions may be needed to address conflict resolution and 
diplomacy. OD interventions may also be needed to help workers and employers 
deal with the work-related impacts of natural disasters and human conflicts. 

Work Environment Prediction 2: Taken-for-Granted 
Resources Will Grow Scarce 

In the future, there is an increased likelihood that fresh water will grow into a 
scare resource (Thirst Project 2020). Oil may run out (Lindgren n.d.). Fish and 
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other natural food sources, such as wild game, may grow scarce (Vince 2012). 
Sea levels are rising (Lindsey 2019). In the U.S., there is a long-term predicted 
shortage of physicians (see AAMC 2019). 

When people are worried about finding food and water for themselves and 
their families, they will find it difficult to concentrate on work. For that reason, 
OD practitioners in the future may need to help organizations address change 
efforts designed to help workers cope with resource shortages. That may 
need to happen on a tactical, day-to-day level rather than long-term strategic 
change efforts. 

Work Environment Prediction 3: Technology Will 
Create New Ways to Work and Interact 

The barrier between personal and work life is falling. People are always 
expected to be available. One reason for that is the ubiquitous nature of 
electronic devices such as iwatches, cell phones, tablets, laptops, and 
others. These devices always make it possible to reach people and in almost 
all locations. As work moves from time to results-based efforts (see above), 
technology will create new ways to work and interact. Teleworkers ex-
perience that now. But the more devices and the more platforms or software 
exist, the more ways workers must interact. And imagine what happens 
when people begin to work in virtual worlds where a simulated environ-
ment exists for interaction. It is already possible to do that, but 3D virtual 
interaction is in its infancy. 

OD interventions in the future may be needed to help employers adapt to 
new ways to use technology to interact. It may also be needed to avoid cy-
berbullying and cyberharassment, well-known problems with technology- 
based methods (Sarasota County Sherriff’s Office 2019). Organizations will 
need to establish policies and procedures to deal with abuses of telework in 
the future, and OD practitioners will be needed to facilitate change by using 
those policies and procedures. OD will also be needed to facilitate the long- 
term change needed to reduce racial tensions and sexual harassment. 

Other Trends in OD Interventions 

While work, worker, workplace, and work environment trends will most 
definitely affect OD interventions in the future, there will also be other trends 
worthy of mention. Among them: (1) Big Data will be used for assessment 
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and feedback; (2) OD interventions will become well-integrated with daily 
conversations and with business meetings; (3) blockchain methods will affect 
OD interventions; and (4) diversity, inclusion, equity, and globalized efforts 
will increasingly be regarded as OD. Each is worthy of brief discussion. 

Additional Trend 1: Big Data and OD Interventions 

Interest in so-called Big Data has swept the business world. Big Data are 
defined, of course, as the burgeoning amount of information available to 
organizations. When carefully analyzed, Big Data can be used in assessing 
organizational problems and strengths and can provide the basis for valuable 
information that can be fed back to workers—and to possible users, such as 
artificial intelligence. In the future, Big Data will be readily available—and 
often instantly available. It can used in OD interventions to provide con-
tinuous data to shape and inform decision making. But human users will often 
be tasked to make sense of Big Data, and OD methods will be needed to 
do that. 

Additional Trend 2: OD Interventions Will Be Integrated 
with Conversations and Business Meetings 

Time has become the key to competitive advantage. Organizations that can 
beat their competitors to market with new products or new ways to serve 
customers will often capture market share. As a result of this emphasis on 
speed, OD interventions will be forced to move into real time. To that end, 
more interest in the future will center around change as it can be stimu-
lated by conversations and questioning. More interest will also focus on 
coaching business leaders on how to intervene in human systems in real 
time—and more effectively—than in the past. OD practitioners will need to 
focus attention on real-time interactions among people—and that includes 
crucial and meaningful conversations (Patterson et al. 2011; Stavros & 
Torres 2018). 

Additional Trend 3: Blockchain Methods Will Affect OD 
Interventions 

Blockchain has emerged as a trend that has taken the business world by storm 
(Tapscott & Vargas 2019). Initially used as a recordkeeping method for digital 
currencies such as bitcoin, blockchain can be applied to many transactions 
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above and beyond the financial. Implementing blockchain can be done using 
OD interventions, and finding other applications for blockchain beyond fi-
nancial ones can also be performed using OD interventions. Consequently, 
blockchain may be a trend that affects OD interventions in the future. 

Additional Trend 4: Diversity Efforts Will Increasingly Be 
Regarded as OD Interventions 

Too many people who have been tasked to formulate and implement di-
versity, inclusion, equity, and multicultural programs in organizations have 
had limited success (Dobbin & Kalev 2016). One reason is that these efforts 
are not always regarded as OD interventions; rather, many are treated as 
training interventions. It is not possible to change an organization using 
training alone. For that reason, and due to the continuing need to address 
diversity issues in organizations, many OD interventions in the future will 
focus on diversity-related issues (Holvino et al. 2004). 

Table 13.1 Worksheet on OD and the Future     

Directions: In the left column below, list some trends you have read about in this 
chapter or that you have found on the web. Name the trend and briefly describe 
what it is and what it means. Then, in the right column, indicate what OD 
interventions may be needed by your organization in the future to help people in 
your organization deal with the change. There are no right or wrong answers to this 
activity, but some answers may be better than others. 

What is the name of the trend, and what brief 
description can you offer of what the trend is 
and what it will mean for your organization? 

What OD interventions may be 
needed by your organization in the 
future to help people in your 
organization deal with the change? 

1   

2   

3   

4   

5   

6   

7   

8   

9   

10   
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Discussion Questions  

1. What trend studies can you find on the web? Using at least two recent 
trend studies, offer your own predictions about the future of OD 
interventions.  

2. What special competencies may be needed by OD practitioners in the 
future to address the future challenges described in this chapter?  

3. What opinions do you have about future trends and the competencies 
that operating managers will need to help workers deal with, or antici-
pate, the trends unfolding over time? How do the competencies of  
operating managers differ from, and overlap with, those needed by  
OD practitioners? 
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Overview 

Implementing organization development (OD) interventions is about ex-
ecuting change efforts, change projects, or change initiatives. As many ob-
servers of the contemporary business scene have noticed, many grand change 
plans flounder in the challenges posed by daily execution (Bossidy & Charan 
2002). But what are some of the major challenges posed by daily execution in 
an OD intervention? How can those challenges be overcome by careful daily 
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change facilitation? What unique challenges are posed by the implementation 
of OD interventions ranging in scope from those geared to individuals, teams 
or work groups, intergroup, organizational, industry, community, or larger 
scale changes and those ranging by time frame such as short-term to multi- 
year? This chapter addresses these important questions. 

Challenges in Implementing OD Interventions 

There are many reasons why OD interventions fail during implementation. In 
many cases, they are the same reasons why all change efforts fail. Those include:  

▪ The change goals or objectives are not clear or are not measurable.  
▪ Managers and/or workers have not been convinced that the change 

should be made, and appeals to convince managers and workers to 
change have not been made to both the rational (head) and emotional 
(heart) reasons for change.  

▪ No provision is made to modify goals or objectives as changes outside 
the organization influence the desired results during implementation.  

▪ It is not clear who should do what in the change effort and what results 
are desired from those change efforts.  

▪ Workers and managers are not adequately involved in setting change 
targets and in implementing the change.  

▪ Managers and/or workers do not agree among themselves what new 
behaviors or results are desired during the change effort or after suc-
cessful implementation.  

▪ Confusion exists over the role(s) of any consultants who are there to help 
make the change.  

▪ The action plan for the OD intervention is unclear or not well-communicated.  
▪ Inadequate communication exists as the change is implemented so that 

people eventually forget what they are doing, why they are doing it, how 
they are doing it, and what results have been obtained from actions taken 
in the change effort.  

▪ Organizational policies, leadership, structure, and rewards have not been 
modified to support the change.  

▪ Insufficient resources have been provided for implementation—such as 
inadequate people, money, or time. 
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▪ Management loses commitment to the change during the implementation.  
▪ Obstacles to change implementation are not identified, and steps are not 

taken to address the obstacles so that the root causes of resistance to 
change are never addressed.  

▪ Key stakeholders are not consulted, or their concerns are not addressed 
during implementation. 

Appendix A at the back of this book provides resources that can help you 
overcome these—and other—challenges. Appendix A includes selected arti-
cles, books, research studies, videos, web links, and other resources that 
address issues related to implementing change efforts. 

Overcoming Challenges Posed by Implementing 
OD Interventions 

Relatively few organizations have established standards for change  
implementation, though such standards do exist, as established by  
the Association of Change Management Professionals (2014). Such 
standards, understood to mean requirements to be met during the  
implementation of change efforts, would address—but go beyond—all 
the requirements of the guidelines and standards governing best  
practices in project management (Ilies et al. 2010). Of course, OD  
interventions have unique requirements that go beyond traditional 
project-oriented change management. 

Standards for OD may include those for change management, and stan-
dards for good change projects include the following (Salapatas 2000):  

▪ A defined life cycle and milestones  
▪ Clear project requirements that are stable and scoped  
▪ Clear authorization and ways to modify the project  
▪ Clear organization (structure), systems, and roles  
▪ Planned commitments from key stakeholders  
▪ Clear ways to take corrective action as needed  
▪ Ways to check work quality  
▪ Ways of tracking actions taken against actions planned  
▪ Identified ways to address special issues or challenges as they arise 
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Additional and overlapping standards are set forth in the research conducted 
by the Project Management Institute as the basis for certification in project 
management (Project Management Institute 2017 and 2020). 

But implementing OD interventions often goes beyond simple projects to 
encompass complex projects and/or encompass many simultaneous change 
efforts at once. As a simple example, implementing self-directed work teams 
in an organization might require simultaneous change projects geared to-
ward making modifications in the physical setting (e.g., seating arrange-
ments), in technology (e.g., scheduling software used by the team), training 
(on team requirements), communication methods (to ensure team members 
communicate with each other), and many other change projects. They must 
be orchestrated to best effect, and that may require temporary structures 
such as task forces, committees, steering groups, or other temporary groups 
to ensure that many components of a change effort are coordinated and 
integrated as they are implemented. At the same time, the organization’s 
leaders or OD practitioners may need to facilitate reviews of organizational 
HR policies and procedures to ensure that efforts to recruit, select, manage, 
appraise, train, develop, reward, and promote workers are aligned with  
the OD intervention. 

At the same time. Many organizations today have many strategic change 
efforts underway simultaneously. While one major OD intervention can be 
effectively managed with project management approaches, there is a 
crowding out effect when an organization is undergoing 100 or more major 
strategic change efforts simultaneously. When that happens, managers and 
workers alike grow confused about what change projects they are working 
on, what goals are to be achieved, what progress has already been made, 
what next steps might be, and how to evaluate results. It is for that reason that 
Whole Systems Transformational Change was invented to bring together all 
the key stakeholders and participants in one planned event to reunify all 
change projects under a Grand Strategy (Bunker & Alban 1996). 

See the tool at the end of this chapter to rate how well OD interventions 
are managed in your organization. 

Unique Challenges Posed by the Scope of Change 

The OD practitioner’s role can change, depending on the scope of change.  
To be clear, the scope of change answers the question “How many people  
are affected by the change effort?” Small-scope OD interventions affect 
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individuals (through instrument-guided development, coaching, and similar 
interventions), teams or work groups (through team building, T-groups, 
process consultation, and similar interventions), departments or divisions 
(through intergroup development such as cross-team confrontation meetings 
or HR transformation), entire organizations (e.g., strategic planning, im-
plementation of Enterprise Resource Programs), whole industries (e.g., 
changing how auto companies make money through electric rather than 
petroleum-based cars), communities (e.g., social activist efforts, workforce or 
economic development efforts), or even diplomacy (e.g., applying OD 
principles at the United Nations, World Bank, or nongovernmental 
organizations). 

In small-scope change efforts, the OD practitioner’s role is akin to that of a 
clinical psychologist. OD is a helping relationship focused on one person and/ 
or one person and his or her immediate social network. Interactions between 
OD practitioner and client can occur formally (planned meetings), informally 
(unplanned get-togethers), or some combination of planned and unplanned. 
When OD practitioners work with one person at a time, it is a straightforward 
transaction with immediate give-and-take. Building trust and rapport is essen-
tial, and that is carried out over time through working together. 

The larger the group with which the OD practitioners must deal, the more 
they will need to use combinations of mass media (e.g., websites, help lines, 
and town hall meetings), targeted communication (e.g., scheduled meetings 
with teams and/or individuals, focus groups, and surveys), and meetings with 
managers and workers who exercise influence over groups. Applying project 
management methods is important, but large-scale change efforts will require 
more attention to efforts segmented to different internal groups within the 
organization. 

Unique Challenges Posed by the Timeframe 

Short-term OD interventions—such as team-building experiences occurring in 
a retreat over a weekend—will require prework, real-time work, and post- 
work. As prework, OD practitioners may need to assess team-building needs 
before the group meets to identify and feed back to the team perceptions 
from the team about what group dynamics need improvement. As real-time 
work, OD practitioners need to work with the whole group but also interact 
with subgroups (e.g., managers, workers, union leaders) and individuals 
(e.g., known change skeptics). 
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Longer-term OD interventions will require more structured modes of in-
teraction to support change efforts. OD practitioners may need to establish 
task forces, action teams, steering committees, and other groups to focus on 
specific tasks in the change effort. (Tasks associated with the change effort 
may include training, communication, physical settings, technology, and so 
forth.) OD practitioners will then need to ensure continuing ways of inter-
acting with these groups and facilitating cross-group communication. 

Key Lessons Learned 

OD interventions can vary by duration. Some interventions can be short; 
some can stretch across many years. During long-term implementation, much 
can change: the people involved in the OD intervention can leave; the goals 
of the intervention may change; the external environmental factors and the 
internal organizational factors affecting the intervention can be dynamic and 
subject to fluctuations; the resources available for the intervention can change 
over time; and much more. 

Many OD interventions fail (Mirvis & Berg 1977). While there are many 
reasons why they fail, it is important to manage the change journey during the 
roll out and implementation. 

That can be done by establishing guidelines or by following research- 
based standards on change in general. Alternatively, the organization can 
establish standards for implementing OD interventions. Follow through is 
critical. The goal is to avoid common reasons for failure in execution. 

Discussion Questions  

1. What should OD practitioners do during the implementation of an OD 
intervention? List as many action steps or action ideas that you can 
think of.  

2. Why might the role of OD practitioners differ by the scope of the OD 
intervention? For instance, why would the role of an OD practitioner in 
implementing a team-building intervention differ from the role of an 
OD practitioner in implementing a large-scale organizational change?  

3. Why might the role of OD practitioners differ by the duration of an 
OD intervention? What are some differences between what an OD 
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practitioner should do in a short-term change effort (e.g., weekend 
retreat offsite) and a long-term change effort (e.g., facilitating the 
implementation of a five-year strategic plan using OD)? (Table 14.1) 

Tool   

Table 14.1 An Assessment of OD Intervention Implementation           

Directions: Use this assessment instrument to determine how well an OD 
intervention is implemented. For each OD intervention standard listed in the left 
column below, rate how well you feel that has been implemented in an OD 
intervention. 

Use this scale: 0 = Not applicable; 1 = Very ineffective; 2 = Ineffective; 3 = Neutral;  
4 = Effective; 5 = Very effective. 

Then, in the right column, make notes about improvements needed. If you wish, 
ask other stakeholders to use this instrument to rate the implementation of the OD 
intervention separately from OD practitioners. When finished, compare scores and 
note areas for improvement. 

OD Intervention Standard Rate How Well the 
Implementation Has 
Been Facilitated 

Notes for 
Improvement 

Scores 0 1 2 3 4 5  

1 The OD intervention’s purpose is 
clear. 

0 1 2 3 4 5  

2 The OD intervention’s goals are 
measurable. 

0 1 2 3 4 5  

3 Managers have agreed on the OD 
interventions goals among 
themselves. 

0 1 2 3 4 5  

4 The tasks to be completed for the 
OD intervention have been clearly 
listed. 

0 1 2 3 4 5  

5 The people involved in the OD 
intervention have been identified. 

0 1 2 3 4 5  

6 The OD consultant’s role in 
implementing the OD intervention 
is clear. 

0 1 2 3 4 5  

(Continued) 
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TABLE 14.1 An Assessment of OD Intervention Implementation (Con't.)          

7 The OD intervention has a clear 
timeline. 

0 1 2 3 4 5  

8 The OD intervention has clear 
milestones. 

0 1 2 3 4 5  

9 The stakeholders (i.e., those who 
have a stake in the change) have 
been identified. 

0 1 2 3 4 5  

10 A clear communication plan has 
been prepared over time for each 
stakeholder group. 

0 1 2 3 4 5  

11 It is clear what role OD 
practitioners should play during the 
OD intervention implementation. 

0 1 2 3 4 5  

12 Organizational structures have 
been established to support the 
OD intervention. 

0 1 2 3 4 5  

13 OD practitioners facilitate regular 
meetings to discuss intervention 
progress. 

0 1 2 3 4 5  

14 OD practitioners facilitate ways to 
collect data about intervention 
progress and feed that information 
back to stakeholders. 

0 1 2 3 4 5  

15 OD practitioners document 
successes and communicate them 
to stakeholders. 

0 1 2 3 4 5  

16 OD practitioners facilitate efforts to 
celebrate intervention successes. 

0 1 2 3 4 5  

17 OD practitioners monitor the 
external environment and point out 
to stakeholders any trends that 
affect the OD intervention. 

0 1 2 3 4 5  

18 OD practitioners monitor changes 
inside the organization that may 
affect the successful 
implementation of the OD 
intervention and points them out to 
stakeholders so that they may 
address what modifications may be 
necessary to the OD intervention. 

0 1 2 3 4 5  

(Continued) 
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TABLE 14.1 An Assessment of OD Intervention Implementation (Con't.)          

19 OD practitioners regularly gather 
evaluation information– particularly 
as it may relate to the organization’s 
strategic goals/Balanced Scorecard 
and feed it back to decision- 
makers. 

0 1 2 3 4 5  

20 OD practitioners continuously 
monitor best practices and other 
information relevant to the OD 
intervention and feed it to 
stakeholders for their attention. 

0 1 2 3 4 5  

Score Add up all numbers in the middle 
columns (rates) and place in the box to 
the right.  
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Appendix A 

Selected Resources to 
Support OD Intervention 
Implementation and  
Related Topics   

OD Intervention Implementation 

Articles  
▪ Aarons, Gregory A., Mark G. Ehrhart, Laura R. Farahnak, and Michael S. 

Hurlburt. 2015. “Leadership and Organizational Change for 
Implementation (LOCI): A Randomized Mixed Method Pilot Study of a 
Leadership and Organization Development Intervention for Evidence- 
Based Practice Implementation.” Implementation Science 16(10): 11. 
10.1186/s13012-014-0192-y  

▪ Almasaeid, Turki F., and Suhaib A. Anagreh. 2020. “Organizational 
Development Interventions to Solve Performance Management 
Challenges.” Journal of University of Shanghai for Science and 
Technology 22(1): 1744–1760. Retrieved from: https:// 
www.researchgate.net/publication/346402868_Organizational_ 
Development_Interventions_to_Solve_Performance_Management_ 
Challenges  

▪ Bartunek, Jean M., and Michael K. Moch. 1987. “First-Order, Second- 
Order, and Third-Order Change and Organization Development 
Interventions.” Journal of Applied Behavioral Science 23(4): 483–500. 
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▪ Hornstein, Henry. 2008, January/February. “Using a Change Management 
Approach to Implement Programs.” Ivey Business Journal. Retrieved 
from: https://iveybusinessjournal.com/publication/using-a-change- 
management-approach-to-implement-it-programs/  

▪ Romme, Georges L. 2011. “Organization Development Interventions: An 
Artifaction Perspective.” Journal of Applied Behavioral Science 47(1): 
8–32. doi:10.1177/0021886310390864 

Books  
▪ Argyris, Chris. 1970. Intervention Theory and Method: A Behavioral 

Science View. Reading, MA: Addison-Wesley.  
▪ Tearle, Ruth. 2020. “Organizational Development: How to Choose 

the Right Intervention.” Retrieved from: https://changedesignsportal. 
worldsecuresystems.com/announcements/Organizational-development- 
how-to-choose-the-right-intervention 

Websites  
▪ Association for Change Management Professionals (ACMP) Standard for 

Change Management. Retrieved from: https://www.pmservices.ru/ 
downloads/acmp_standard_change_managem.pdf  

▪ Tearle, Ruth. (no date). “Organization Development: What Type of 
Organizational Development or OD Intervention Do You Need?” Change 
Designs. Retrieved from: https://changedesignsportal. 
worldsecuresystems.com/public/team/teamstrategy/Team- 
intervention.html  

▪ “What Is Organizational Development? A Complete Guide.” AIHR Digital. 
Retrieved from: https://www.digitalhrtech.com/organizational- 
development/ 

Videos  
▪ Carmazzi, Arthur. “Creating Sustainable Organizational Culture Change in 

80 Days.” TEDxMaitighar. Video File. June 21, 2019. Retrieved from: 
youtube.com/watch?v=r2XE87EoI7M  

▪ Gautam, Vinayshil. “Intervention Strategies for Organization 
Development-Individual/Group.” NPTEL. Video File. April 10, 2012. 
Retrieved from: youtube.com/watch?v=_y3Q6oAOud0  

▪ Comey, Teresa. “OD Interventions and Teams.” BCODN. Video File. 
February 26, 2012. Retrieved from: youtube.com/watch?v=5KNaY-nXnTY 
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▪ “Organization Development Interventions.” EDU WALA. Video File. July 
14, 2012. Retrieved from: youtube.com/watch?v=3Onti2XMtyI  

▪ Aggarwal, Shashi. “Organization Development Interventions (Techniques 
of OD)” Monday.com. Video File. December 18, 2019. Retrieved from: 
youtube.com/watch?v=X2WqmCK1u1A  

▪ “Organization Development Intervention Techniques.” Dynamic Study. 
Video File. October 27, 2018. Retrieved from: youtube.com/ 
watch?v=qQJ1HNEMpi4 

Software  
▪ Project Management Software. Capterra: https://www.capterra.com/sem- 

compare/project-management-software?gclid=Cj0KCQiAqo3 
BRDoARIsAE5vnaKjdpAwOEpHmzzR9AZIZ59qcDY_0O5 
AI6dLUMQuHB3M6B9vHRYhtVwaArTFEALw_wcB  

▪ Decision Support Software. Capterra. Retrieved from: https://www. 
capterra.com/decision-supportsoftware/ 

Executing Change Efforts 

Articles  
▪ Cândido, Carlos. J. F., and Santos P. Santos. 2015. “Strategy 

Implementation: What Is the Failure Rate?” Journal of Management and 
Organization 21(2): 237–262. doi.org/10.1017/jmo.2014.77  

▪ Dandira, Martin. 2011. “Involvement of Implementers: Missing Element in 
Strategy Formulation.” Business Strategy Series 12(1): 30–34. doi.org/1 
0.1108/17515631111100386  

▪ Donald, Mathew. 2019. Leading and Managing Change in the Age of 
Disruption and Artificial Intelligence. Wagon Lane, Bingley: Emerald 
Publishing. doi.org/10.1108/9781787563674  

▪ Dumas, Colette, and Richard H. Beinecke. 2018. “Change Leadership in 
the 21st Century.” Journal of Organizational Change Management 31(4): 
867–876. doi.org/10.1108/JOCM-02-2017-0042  

▪ Franken, Arnoud, Chris Edwards, and Rob Lambert. 2009. “Executing 
Strategic Change: Understanding the Critical Management Elements that 
Lead to Success.” California Management Review 51(3): 49–73. doi.org/ 
10.2307/41166493 
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Books  
▪ Harvard Business Review. 2011. Harvard Business Review on Inspiring 

and Executing Innovation. Boston, MA: Harvard.  
▪ Morgan, Mark, I., Andrew B. Cole, David R. Johnson, and Robert J. 

Johnson. 2010. Executing Your Business Transformation: How to Engage 
Sweeping Change Without Killing Yourself or Your Business. San 
Francisco, CA: John Wiley & Sons. 

Reports  
▪ Hawker, James, R., and Richard S. Dali. 1988. “Anatomy of an Organizational 

Change Effort at the Lewis Research Center.” NASA Contractor Report 4146. 
Retrieved from https://core.ac.uk/download/pdf/42831886.pdf 

Websites  
▪ Johnston, Alasdair, Frederic Lefort, and Joseph Tesvic. (n.d.). Secrets of 

Successful Change Implementation. McKinsey & Company. Retrieved 
from: https://www.mckinsey.com/business-functions/operations/our- 
insights/secrets-of-successful-change-implementation 

Videos  
▪ McChesney, S. Covey, and J. Huling. “The 4 Disciplines of Execution.” 

Productivity Game. Video File. July 17, 2017. Retrieved from: youtu.be/ 
2HKn49r3-Ko  

▪ “5 ways to Lead in an Era of Constant Change.” TED. Video File. 
November 3, 2016. Retrieved from: https://www.youtube.com/watch?v= 
urntcMUJR9M 

Making Corporate Culture Change 

Articles  
▪ Deal, Terrence E., and Allan A. Kennedy. 1983. “Corporate Cultures: The 

Rites and Rituals of Corporate Life.” Addison-Wesley. Business Horizons 
26(2): 82–85.  

▪ Hassard, John, and Sudi Sharifi. 1989. “Corporate Culture and Strategic 
Change.” Journal of General Management 15(2): 4–19. doi.org/10.1177/ 
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