WHAT IS ORGANIZATIONAL DEVELOPMENT AND

PLANNING FOR IMPROVED PERFORMANCE?





[The following concepts were taken from the International Labour Office's publication:  "Planning for improved enterprise performance:  A guide for managers and consultants" by Robert Abramson and Walter Halset]



A.      WHAT IS OD AND PIP



1.	DEFINITION AND OBJECTIVES



		Organizational development / performance improvement planning (OD/PIP) is a consulting and training methodology, which has been applied successfully in both developed and developing countries and within both public and private enterprises and government.  It is a planned and systematic approach to change.  Its roots are to be found in corporate planning and management by objectives (MBO) as concepts of leadership, motivation and organizational change.  OD/PIP thus represents an integration and synthesis of the often divergent approaches of the behavioural sciences and the management sciences.



		What does OD/PIP try to achieve?  Its focus and objectives can be characterized in the following manner:



(a)	to improve managerial planning and problem solving (cognitive skills);



(b)	to improve teamwork and human relations (behavioural skills);



(c)	as a result of (a) and (b), to trigger a breakthrough to higher levels of organizational performance (in terms of profits, production, service, economy and efficiency, reduced costs and waste);



(d)	to help revitalise the organization and improve its health (in terms of morale and human satisfaction and development).



		In short, there are two sides to OD/PIP:  the performance improvement planning and programming side and the organizational health and development side.  Consequently, equal emphasis is given both to modern management technology and to the human side of enterprise.  Those performance improvement efforts which have concentrated on only one side of organizational life and neglected the other have usually doomed themselves to failure.



		The following is an operational definition of OD/PIP which has already proven very useful both as a conceptual framework and as a guide to practical action in the field:



	Organizational development / performance improvement planning (OD/PIP) is a total system effort, involving top management, with the goals of increasing general organizational effectiveness and health and helping in the accomplishment of specific organization objectives and targets by means of planned interventions in the organization's structure and processes using the behavioural and management sciences and any other relevant knowledge.





2.	ROOTS OF THE OD/PIP APPROACH



		As pointed out earlier, OD/PIP is an eclectic and integrated approach to organizational change and performance improvement.  It consequently draws upon the concepts and methods of both the management sciences and the behavioural sciences.



(a)	Corporate Planning



		The performance improvement planning side of OD/PIP, for example, makes full use of the approach of corporate planning (or comprehensive business planning) which has been defined as "a process which begins with objectives; defines strategies, policies and detailed plans to achieve them; which establishes an organization to implement decisions; and includes a review of performance and feedback to introduce a new planning cycle".



		It should be noted, in this connection, that the following key aspects of corporate planning (paraphrased from Steiner) are also to be found embodied in OD/PIP:



--	planning is deciding in advance what is to be done, when it is to be done, how it is to be done, and who is to do it;



--	planning is a continuous process because change in the business environment is continuous;



--	planning inherently involves assessing the future and making provision for it through choosing from alternative courses of action;



--	the essence of planning is to see opportunities and threats in the future and, respectively, exploit or combat them as the case may be;



--	comprehensive business planning includes a reasonably complete and uniform set of plans for the entire business reaching out over an extended period of time;



--	planning as a philosophy necessitates a determination to plan constantly and systematically as an integral part of management.



(b)	Management by objectives (MBO)



		An important antecedent of OD/PIP is management by objectives, sometimes called a participative process of translating organizational goals into individual performance objectives.  It was Peter Drucker who first suggested in 1954 that each manager should determine mutually with his superior the measurable objectives for his unit and that these objectives should dovetail with the over-all objectives of the organization.  Other management consultants and writers such as George Odiorne and John Humble have further developed the concept and system of MBO and popularised its wide use throughout industry and government.  Some of the main features of MBO that have been incorporated into the OD/PIP strategy and process are the emphasis on joint objective setting and action plans, on measurable objectives, on performance evaluation by results, and on linking individual manager and unit objectives with over-all organization objectives.



(c)	Process Consultation



		Yet another significant root of OD/PIP lies in process consultation, defined by Edgar Schein as "a set of activities on the part of the consultant which help the client to perceive, understand and act upon process events which occur in the client's environment".



		Schein points out that these process events to be observed and learned from are primarily human processes or actions which occur in the organization.  Since the focus of the process consultant is the means or processes by which ends are achieved rather than the ends themselves, his role is consequently less central, less advice giving and more collaborative than that of the traditional management consultant.  It is of interest that this newer approach in management consulting has been influenced by trends in client-centred individual counselling, where clients are helped to diagnose and work through their problems by themselves rather than depending on the expert advice and answers of their counsellors.



(d)	Behavioural science concepts



		Finally, OD/PIP, especially on its organization development side, owes much to the research findings of modern behavioural science.  The theory and practice of OD/PIP have been very much influenced by recent concepts of:



--	organizational change;



--	group behaviour and management team building;



--	participative management and leadership;



--	newer concepts of achievement motivation, work-centred motivation and job enrichment.





�3.	MAIN FEATURES OF THE OD/PIP APPROACH



		The OD/PIP approach represents a fundamental departure from the conventional consultancy approach where an outside consultant comes in, diagnoses organizational problems and presents a report with recommendations for action steps to bring about improvement.  With the OD/PIP approach the emphasis is quite different.  The organization and its management team are themselves encouraged to engage in self-identification of objectives and problems and self-articulation of action plans and programmes for improvement.



		The OD/PIP approach is thus best characterized as a do-it-yourself effort, with the OD/PIP consultant, especially in the beginning, functioning more as a process consultant and trainer than as anything else.  Schein aptly describes this particular role:



	"The job of the process consultant is to help the organization to solve its problems by making it aware of organizational processes, of the consequences of these processes, and of the mechanisms by which they can be changed.  The process consultant helps the organization to learn from self-diagnosis and self-intervention.  The ultimate concern of the process consultant is the organization's capacity to do for itself what he has done for it.  Where the standard consultant is more concerned about passing on his knowledge, the process consultant is concerned about passing his skills and values."



		Following preliminary contacts and diagnosis, the OD/PIP effort usually commences in earnest with a series of managerial planning and problem-solving workshops.  These workshops are oriented to a particular organization and focused on the real task of solving critical problems of the organization.  In the process the participants (meaning the management team) are helped to acquire the planning and problem-solving skills relevant to the problems identified.



		An attempt is made to strike a balance between the behavioural issues and the substantive issues pertaining to effective problems solving.  Due recognition is thus accorded to all three major subsystems of the organization:  the human/cultural subsystem, the managerial/structural subsystem and the technical/ technological sybsystem.



		An implementation phase immediately follows the completion of the workshop phase.  Participants go back to their organization to implement the objectives and action programmes they have decided upon.  Throughout the entire OD/PIP effort stress is placed upon this being a total-system real-life exercise to bring about change and improvement in all parts of the organization.
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	Reduced its essentials, the basic elements and methods of the OD/PIP approach are the following:



(a)	It is a planned change effort (approach, strategy, process) involving:



 1.	the organization as the primary target;

 2.	data collection;

 3.	diagnosis;

 4.	improvement plans and goals;

 5.	resource mobilization;

 6.	strategic interventions;

 7.	action (on-the-job) orientation;

 8.	long-term implementation effort;

 9.	continuous evaluation;

10.	change agents.



(b)	There is total-system involvement concerning:



 1.	the whole organization or a major relatively autonomous part of it;

 2.	all major subsystems:  human/cultural; technical/technological; managerial (structure, policy, procedure, etc.).



(c)	There is top management involvement:



 1.	a start at the top is highly desirable but not essential;

 2.	optimum is top-level understanding, commitment and management of the OD/PIP effort;

 3.	the basic minimum is initial permission from the top for the OD/PIP effort to start;

 4.	a necessity is that a key person somewhere feels the need for change;

 5.	a requisite over the long run is top management support.



(d)	There is organization development staff:



 1.	internal consultants; or

 2.	external consultants; or

 3.	a combination of both.



(e)	The main OD/PIP methods (or interventions) are the following:



 1.	work on planning, goal-setting and problem-solving processes;

 2.	management team building.



(f)	Supplementary OD/PIP methods are:



 1.	survey and data feedback on organizational team performance and attitudes;

 2.	organization confrontation meetings;

 3.	work on inter-group (interdepartmental) relationships and problem solving;

 4.	job redesign and enrichment;

 5.	changes in organization structure and systems;

 6.	individual-oriented methods such as human relations (e.g. sensitivity) training, management development programmes, other educational and training activities, counselling and coaching.





4.	CHARACTERISTICS OF AN EFFECTIVE ORGANIZATION



		What will the organization look like if the OD/PIP effort is successful?  In short, what is the OD/PIP effort aiming at?  The following is a brief enumeration, agreed to by many management scholars and practitioners, of the main characteristics of an effective organization -- that is, a productive organization with high morale, which will make a meaningful contribution to the economic and social development of the nation:



(a)	the organization is flexible, high performing and self-renewing, capable of creative adaptation to a changing environment;



(b)	the total organization, its units and individual managers manage work against goals and plans;



(c)	clear organization goals exist to which people are committed;



(d)	built-in mechanisms exist for self-assessment and feedback on performance;



(e)	open communication and a high level of trust prevail along with a problem-solving climate;



(f)	organization structure and systems are closely related to organization purpose, functions and environment;



(g)	decision-making on routine and operational matters is delegated far down in the organization;



(h)	managers and supervisors are rewarded for:



--	short-term profits and production;

--	growth and development of subordinates;

--	building an effective team;



(i)	collaboration and teamwork are emphasized and inappropriate competition is discouraged;



(j)	there is integration of organization objectives with individual goals and a high level of self-direction and self-control by employees.
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5.	WHEN TO USE THE OD/PIP APPROACH



		But when should the OD/PIP approach be tried out with an organization?  Is it an equally effective approach for all organizations at all points in time and under all conditions?  The answer, according to various research studies, is that certain favourable conditions must exist if a change effort, such as the OD/PIP approach, is to have a good chance of bringing about significant improvements in organizational performance and health.  These conditions that seem to be necessary for successful organizational change are the following (and their presence or absence should be noted carefully before deciding to embark upon an OD/PIP effort):



	Conditions associated with successful organization change:



(a)	Pressure for change:  There must be significant pressure for change both internally within the organization and also in its external environment (supervising authorities, clients, general public, the media).



(b)	Intervention at the top:  There must be key managers or consultants at or near the top (often newcomers) who are committed and who provide leadership in taking a searching look at the organization and its problems.



(c)	Diagnosis and participation:  There must be active participation of several management levels in diagnosis of problem areas and improvement planning.



(d)	Invention of new solutions:  There must be the invention and development of new ideas, methods and solutions to problems.



(e)	Experimentation with new solutions:  There must be willingness to take risks and experiment with new solutions in a search for results -- tested on a small scale at first.



(f)	Reinforcement from positive results:  There must be monitoring, review and positive reinforcement over a long-term period in order to make short-term improvements permanent, and to ensure the spread of the change effort.



		With the foregoing points in mind, the message should be clear that caution is necessary, both for the top manager and for any consultants involved.  Do not rush into a large-scale OD/PIP change effort until you have satisfied yourself (through a preliminary diagnosis and orientation of top management) that there are enough positive factors in the situation to provide a reasonable chance for success.  In other words, make sure that the time is right and that conditions over-all are favourable.  There is no point in knowingly programming oneself for failure.  



�B.	MODEL OF THE OD/PIP CYCLE



	On the basis of the consulting and training work done with a number of organizations in developing countries, it was learned that the OD/PIP effort or cycle could be thought of as having five major components or phases:



(1)	a phase of preliminary diagnosis;

(2)	a phase of orientation to OD/PIP;

(3)	a phase of organizational diagnosis and action planning;

(4)	a phase of implementation;

(5)	a phase of review and revision



	Experience with OD/PIP has demonstrated that these phases could (and did) continue to be repeated on into the future as a recycling process.  This finding is very much in consonance with the concept of OD/PIP as a process of continuous organizational renewal.  The idea of arrangement, of course, is for the OD/PIP process to be thoroughly adopted and integrated into the organization as an essential feature of its management and planning system.



	A model of the OD/PIP process and cycle is shown in Figure 1 and each of the five phases is described briefly in the following sections.





1.	PHASE OF PRELIMINARY DIAGNOSIS



		During this initial phase of preliminary diagnosis the organization's management and its consultants (whether internal or external) assess the state of health of the organization and jointly explore possible approaches for improving organizational performance and results.  A brief management audit or survey may or may not form part of this phase.



		During this phase the consultants (if external) must quickly familiarize themselves with the organization and develop a feel for its systems and personnel and their strengths and problems.  This preliminary diagnosis may reveal that help is required and that conditions are favourable for the introduction of an OD/PIP effort or it may contra-indicate this approach and instead identify some other methodologies or techniques as being of greater potential use to the organization.  Or else the conclusion may be that no special improvement effort should be undertaken, either because the organization is not in need of one or because conditions are not favourable  for attempts to introduce change at the present time.





2.	PHASE OF ORIENTATION OF TOP MANAGEMENT TO OD/PIP



		The purpose of this phase is to give top management a chance to test the applicability of the OD/PIP approach, assuming that preliminary diagnosis has revealed that OD/PIP holds promise of being helpful to the organization.  This
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Figure 1







	testing takes place through a two- or three-day orientation programme.  Experience has revealed that there are often benefits in securing participation in this programme from members of the board of directors and representatives of government supervising authorities, who are then likely to acquire a better understanding of organization problems and a sense of commitment to action programmes required.



		This familiarization phase is designed to give the parties involved a direct exposure to and a feel for the philosophy, methodology and possibilities of the OD/PIP process as well as an introductory try-out of the performance improvement (planning) instrument and its various stages and steps.  In an abbreviated and telescoped fashion the participants actually go through the OD/PIP process of determining actual organization objectives, problems and action programmes for improvement.



		As a second point, this orientation programme provides top management (and board) with the data they need for making a decision on the spot as to whether or not to proceed on ahead with a full-scale OD/PIP effort.  If the decision is favourable a starting date can then be set and arrangements made either to use the standard PIP instrument or a special modified version tailored to the organization's circumstances.



		Naturally enough, the decision about trying out OD/PIP in a full-blown manner and making it a part of the management problem-solving and planning process in an organization must rest with those who are accountable for the performance of the organization.





3.	PHASE OF OD/PIP WORKSHOPS FOR ORGANIZATIONAL DIAGNOSIS AND ACTION PLANNING



		If the organization has decided during the prior orientation and try-out phase to utilize the OD/PIP approach towards performance improvement, this is then followed by as many management workshops as may be necessary, of at least one to two days' length each.  Workshop participants are members of the top management team and such managers from the next two or three levels as are necessary for successfully completing this diagnosis and action-planning phase.



		Duration of this phase may be anywhere from one or two weeks to several months, depending upon the organization's other time commitments and work pressures.  It is obviously better, of course, to complete the exercise as rapidly as possible in order to keep the momentum going.



		Pre-workshop assignments are highly recommended as a means for collecting advance information on organization objectives, performance indicators and problems and other necessary data.  Experience has shown that such advance work will markedly reduce the hours spent in the workshops and make for more effective use of the time of all parties concerned.



		During the workshops, use is made of the performance improvement instrument (or programmed workbook) to ensure a systematic and step-by-step approach to achieving four main goals:



(1)	the identification of organizational objectives and performance indicators;



(2)	the identification and analysis of performance problems (and impeding/ impelling forces) and factors associated with these problems and forces;



(3)	the development of arrangements for implementation of the action programmes for performance improvement;



(4)	the making of arrangements for implementation of the action programmes.





		During the OD/PIP workshops, consideration is given both to the content and technical side of the issues and problems discussed, as well as to the management teamwork and decision-making processes displayed by workshop participants.



		A considerable amount of experience with the OD/PIP strategy has shown that attention given only to content issues (e.g. a new purchasing system) does not necessarily result in implementation of the new technology or action programme.  The attention paid also to the process of building a management team and its decision-making skills definitely helps to ensure implementation of changes upon which the management team has agreed.



		Finally, as most of the resources for tackling content and technical issues are to be found within the management group, the workshop consultant primarily, but not entirely, plays the role of a process consultant.





4.	PHASE OF IMPLEMENTATION OF OBJECTIVES AND ACTION PROGRAMMES



		Implementation can actually begin, in part, during the preceding phase of diagnosis and action planning workshops especially if that phase has become a prolonged one.



		During the implementation phase the performance improvement plan and its objectives and action programmes are translated into specific objectives and targets for organizational units and individuals.  This process ensures that unit and individual objectives are linked to organization objectives already agreed upon and that specific performance indicators are associated with these objectives.  A management by objectives (MBO) programme can thus emerge in the organization.





5.	PHASE OF REVIEW OF RESULTS AND REVISION OF PLANS



		In this phase the entire performance improvement plan and implementation effort are reviewed, including assessment of performance indicators and the rate of attainment of objectives and action programmes.  It is essential that this review of progress take place not less than twice yearly and preferably on a quarterly basis during the first year of the OD/PIP effort.



		Data from these performance reviews are then utilized, either in the same management meeting or in specially convened OD/PIP workshops, to revise or establish new objectives, performance indicators and action programmes.  By making these provisions for adjusting and overhauling the total performance improvement plan the organization systematically assures itself of flexibility to meet the demands of the changing times.



		Note that this fifth phase of review and revision actually blends into and becomes part of a second round of diagnosis and action planning, which was the original third phase of the process.  The idea is to establish a continuing recycling process which ensures that the three key phases of diagnosis and action planning, implementation and review and revision are repeated indefinitely on into the future.



		The lesson of experience has also been that OD/PIP can contribute even more significantly to improve performance if it is adopted as a basic part of the organization's management and planning system.
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