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ABSTRACT

ORGANIZATION DEVELOPMENT DEPARTMENTS
IN SELECTED AMERICAN FIRMS: AN
EXPLORATORY BEHAVIORAL ANALYSIS

By William Frank Glueck

This thesis presents the findings of an investigation
of some behavioral characteristics of departments of organi-
zation development in seven large American firms. Firms have
utilized these departments as an agency to influence their
organization structure and work environment.

The firms studied were representative of large and
established industries and were chosen because peer direc-
tors of organization development indicated that these had ef-
fective departments. The firms were visited and the depart-
ments, their superiors, and clients were interviewed using
three preplanned interview schedules. The responses were
confirmed by: examination of the responses for consistency:
examination of printed sources (such as Annual Reports, Board
of Directors Meeting Notes, Policy Manuals, and published
sources); peer confirmations; and friendly informants within

the firms.
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The research was guided by the following hypotheses:

Hypothesis I:

Organization development departments serve their firms
in one of three missions: grand strategy, strategy, and
tactics. Given the mission, one can predict with a high
degree of confidence, the activity, interaction, influ-
ence, and accomplishment patterns the departments will

pursue.

Corrollaries I through IV specified the types of acti-
vities performed in each mission, the interactions in each
mission, the influence exerted by each mission, and the types

of accomplishments achieved by each.

Hypothesis II:

Organization development departments will be more
effective in solution of organization problems, the more
closely the department approximates the characteristics

of a grand strategy mission

Findings of the Thesis

The problems the departments were concerned with most
frequently were: adaptation of the organization to a changing

environment; management of internal conflict; control of
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organization resources; fusion of individual and corporate

goals; and maintenance of corporate culture in times of change.
The departments were classified into three groups

based on their statements of mission or objectives and focus

of attention. The first group (grand strategy) focused on

the problems of the total corporation and attempted to solve

the problems by changing the organization structure (struc-

tural approach); the attitudes, opinions, and work approaches
of the people (human approach), and the decision-making
ability and information flow available to the people (tech-
nological approach). The second group (strategy) utilized
the structural approach at the corporate level. The third
group utilized the structural approach at the unit level of
the firm.

Many activities were performed, but those most em-
phasized included: preparing organization studies and audits;
reviewing organization changes; training for group develop-
ment, interpersonal relations and organization goal setting;
analyzing objectives of corporate divisions; developing cor-
porate organization and policy manuals; preparing policies
for executive career development; and developing the long-

range organization plan.
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The three missions led to different interaction
patterns. Generally speaking, the closer the department was
to the objectives of the grand strategy mission, the more
likely was the interaction to be more frequent with top man-
agement. They would also formally report to Presidents and
Executive Vice Presidents. Tactical directors were likely
to report to Personnel Managers.

The more closely a department approximated the grand
strategy mission, the more influential the departments were
as measured by the number and types of policies the department
helped change or implement.

The grand strategy mission's accomplishments were
measurable qualitatively, the tactical mission's quantitively.

The findings of the thesis modify the generally held
opinion of the literature and business that the departments
are ineffective. The thesis shows that by utilization of the
grand strategy mission in an organization development de-
partment, firms can more effectively change their organiza-
tion structure and work environment. By maintaining a staff
agency serving as an internal management consultant, it can
draw upon the services of those who have gxperience in organi-
zation change and knowledge of their firm and industry. It also
assures continuity of advice and counsel for top management on

these matters.
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The thesis concludes with some future hypotheses and

the implications of the research to organizations theory.
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CHAPTER I

INTRODUCT ION

This thesis is an analysis of selected functions and
processes of seven departments of organization development
serving large American firms. These departments are respon-
sible for analyzing and improving the organization structure
and work environment of their firms.

Chapter I discusses the background of the departments
and the hypotheses and research methods used to study them.

It will also define the terms used in the thesis.

The Evolution of Organization Departments

Prior to the middle of the nineteenth century, the
American business community was composed primarily of small
firms. Then, the legal code was modified and corporations
came into existence.l The corporate form of organization

enabled the business firm to grow in size.

lFor an analysis of this evolution, see C. Wright
Mills, White Collar (New York: Oxford University Press, 1956).

Adolf Berle, Jr., and G. C. Means, The Modern Corpora-
tion and Private Property (New York: Commerce Clearing House,




Since that time, our business society has experienced
an increase in the rate of change. As firmsgrew in size and
complexity, the firms' managers experienced problems in or-
ganizing them. These problems can take many forms, only a
few of which can be cited here. If a manager restructured
his division, he might inadvertently hinder the progress of
another.2 Or, the environment might call for a change of
structure. But the division might not adapt.3 There also
exists the possibility of overlap of functions and responsi-
bilities between units of the firm. This can lead to con-

flict.4 There may also be a lack of fusion between individual

Inc., 1932); Adolf Berle, Jr., 20th Century Capitalist Revolu-
tion (New York: Harcourt Brace and Company, 1954); Adolf
Berle, Jr., Power Without Property (New York: Harcourt Brace
and Company, 1959).

2See Harold Leavitt, Managerial Psychology (24 ed.
rev.; Chicago: University of Chicago Press, 1965), 20.

3

See John Gardner, "How to Prevent Organization Dry
Rot," Harper ‘s Magazine, October, 1965.

Robert Merton, "Bureaucratic Structure and Personal-
ity," Journal of Social Forces (May, 1940), p. 97.

Robert Dubin, "Stability of Human Organizations," in
Mason Haire (Ed.) Modern Organizations (New York: John Wiley
& Sons, 1961), p. 218.

4See James March and Herbert Simon, Organizations
(New York: John Wiley & Sons, 1958), pp. 182-83.



and unit goals after a reorganization.5 All of these and
many other problems of the organization process can affect

the success of the firm. As Peter Drucker says:

Productivity is vitally affected by the organi-
zation structure and by the balance between the various
activities within the business. If for lack of clear
organization, managers waste their time trying to find
out what they are supposed to do rather than doing it,
the company's scarcest resource is being wasted.6

Later Drucker says:

Organization is not an end in itself but a means to
the end of business performance and business results.
Organization structure is an indispensable means, and
the wrong structure will seriously impair business
performance and may even destroy it. . . °~ Organiza-
tion must be designed so as to make possible the at-
tainment of the objectiyes of the business for five
to fifteen years hence.

Top management formerly expected the manager of a
division to deal with his own problems of organization. But
as the firms grew in size and complexity, corporate leaders

began to cope with these problems at the corporate level.

5See Chris Argyris, Integrating the Individual and
the Organization (New York: John Wiley and Sons, 1964).

6Peter Drucker, The Practice of Management (New York:

Harper and Brothers, 1954), p. 45.

Ibid.



Usually, ad hoc methods were tried. Chandler describes the
use of ad hoc methods such as committees to solve these
problems.8 The literature contains many reports of ad hoc

. . . 9
reorganizations by use of committees or management consultants.

QAlfred Chandler, Jr., Strateqgy and Structure (Cam-
bridge: Massachusetts Institute of Technology Press, 1962).

9A few examples are: "U. S. Steel Undergoes Sweeping
Reorganization, " Business Week, September 21, 1963, p. 29.

"Philco Gets the T-Bird Look--A Number of Organiza-
tion Jolts," Business Week, August 12, 1963, p. 45.

"When Managerial Styles Clash--Giant Merged Canadian
Forest Products Company Found Complete Reorganization to be
The Only Answer," Illustrated Business World, November 30,
1963, p. 65.

"Baking an Assortment in One Cake--United Biscuit's
Hekman, " Illustrated Business World, November 30, 1963, p. 45.

"New Organization Plan Fills Manufacturing Three Way
Stretch--Westinghouse, " Factory, September, 1960, p. 86.

"Hotpoint on the Hotseat," Tide, February 28, 1958,
p. 90.

~ "How to Get More From Creative People with Better
Organization--Raytheon, " Management Methods, February, 1958,
p. 20.

"How TRW Organizes," Business Week, November 29, 1958,
p. 52.

"Worthington's Reorganization," Printers Ink,
October 3, 1958, p. 3, and October 10, 1958, p. 45.



Some managers felt that problems of organization were
as continuous and important as other functional problems. If
the corporation had staff advice on legal, economic, and
other problems, it could also receive advice from a depart-
ment of organization on problems of organization structure
and the work environment. When these staff departments were
created, they were called "departments of organization,"”
"departments of organization planning," and "departments of
organization development." "Organization development" seems
to be the predominant title at present.

The literature contains little information about
these departments, but what has been published can be placed
into three categories: works which advocate the creation of
the departments; works which describe the processes of the
departments; and works which evaluate their usefulness.

Prior to discussing the first category, it might be
useful to discuss the history of the department's origin. One
source gives the following history of the development of the
departments:

World War II brought with it a shortage of man-
power, so that there developed an interest in ration-
alizing the organization. The government required
manning tables and job descriptions to prevent the

hoarding of men and firms followed these procedures.
After the war, the shortage in non-blue collar personnel



continued, for the job mix had changed and more
sophisticated long run planning methods were used.

A rash of executive development programs were evi-
denced in the 50's and 60's because of the supply
[Shortage of manpower]. Planning for management per-
sonnel originally took the form of simple job evalua-
tion with boxes and charts but this soon led to an
expansion of staff agencies devoted to this problem
under such designations as organization planning, or-
ganization development or executive development.
These units were organizationally separate from tradi-
tional training programs in personnel departments be-
cause they called for the skills of organization
analysis rather than mere job technician.

In the first category, a number of articles and books
appeared shortly after World War II which argued that mana-
gers needed staff assistance to help solve problems of the or-
ganization process. Several examples will be given. For

example, Alvin Brown in 1949 said:

I am afraid the improvement of organization rests
on dead center. Neglected as a function by industrial
enterprise, literature and the schools ignore it as a
subject. Ignored as a subject by literature and the
schools, industrial enterprise neglects it as a
function . . .

One who is persuaded of the importance of organi-
zation can only hope that somewhere, somehow, this
deadlock will be broken. His most reasonable hope
ought to rest upon the students in business schools, for
they are the industrial managers of tomorrow. Were they

aware of organization as an industrial factor, one could

hope for the best. (Emphasis mine)

lOJohn Pfiffner and Martin Fels, The Supervision of
Personnel (Englewood Cliffs: Prentice-Hall, 1965), 10.



My hope, in other words, is to see more written
about organization as such. My hope is to see an end
to the loose use of the name and the loose concept of
the subject. My hope is to see someone fill that
grievous gap in the encyclopedia--and, for that matter,
to fill the management gap as well. My hope is to see
schools teach organization--as such. When these things
come, we may reasonably hope that industrial enterprise
will see organization as a function. (Emphasis mine)

When these things do come, industrial enterprise
will be the better for them.ll

Another example also specified the duties the depart-
ments should perform. In the 1951 revision of their 1941 book,
Holden, Fish, and Smith argued that firms needed separate de-
partments of organization planning. As these authors state

the case:

Best practice provides for comprehensive, long
range organization planning, rationalization of the
structure as a whole, proper design and clarification
of each part, competent review of proposed changes,
and periodic checks of actual organization practice.
This is the logical province of a competent staff
department specializing in organization problems,
working through the medium of a well designed organi-
zation manual.

11
Alvin Brown, "Organization as a Separate Branch of

Management, " Annual Proceedings of the Academy of Management
(December 30, 1949).

1

2Paul Holden, Lounsberry Fish, and H. L. Smith, Top
Management Organization and Control (New York: McGraw-Hill,
1951), pp. 12-13.




The authors specified the activities and

responsibilities they felt this department should perform.

This department's primary responsibilities logi-
cally are: to determine needs, formulate plans, and
secure acceptance, cooperation, and support to the ends
of: (1) the best possible organization to meet the
goals; (2) appropriate functions, objectives, and re-
lationships and limits of authority clarified and de-
fined for levels, departments and jobs; (3) size of
manpower kept to a minimum to handle the work. Speci-
fic activities should include: (1) to develop an ideal
plan of organization to work towards as opportunities
arise; (2) to develop and maintain organization manuals
and clarify and define approved plans of organization by
means of charts, job specifications, etc.; (3) initiating
and reviewing proposed changes in the organization;

(4) periodic reviews to see if practice fits the plans
and to amend the plans as needed; (5) to survey for es-
sential work, manpower, and organizational requirements;
(6) to control payroll and manpower expenses; (7) a voice
in capital expenditures, operating expenditures, wages
and salaries, executive appointments, and product line
additions, for these are inseparable parts of organiza-
tion planning involving allocation of functions, assign-
ment of responsibilities and delegation of authority;

(8) it is the logical unit to serve as analyst and fact
finder for wage and salary administration to include:

(a) appraise relative job values, (b) search for outside
wage and salary levels, (c) recommend salaries, (d) re-
view proposed changes.i

In 1952, Ernest Dale published a book on the organi-
zation process. Dale discussed the research for this book
with many of the directors of departments of organization

development of the period. By drawing attention to the

13
Holden, Fish, and Smith, op. cit.



importaﬁce of the organization process and suggesting the
possibility of the use of staff assistance for this function,
this book apparently influenced companies to create organiza-
tion departments.14

The American Management Association and the National

Industrial Conference Board have published many articles and

books advocating the creation of these departments.

14Ernest Dale, Planning and Developing the Company
Organization Structure (New York: American Management
Association, 1952).

15See for example: Stewart Thompson, How Companies
Plan, "AMA Research Study No. 54," (New York: American Man-
agement Association, 1962).

K. K. White, Understanding the Company Organization
Chart, "AMA Research Study," (New York: American Management
1963) .

Geneva Seybold, Organization Charts, "Studies in Per-
sonnel Policy No. 139," (New York: National Industrial Con-

ference Board, 1955).

Louis Allen, Improving Staff and Line Relationships,
"Studies in Personnel Policy No. 153," (New York: National
Industrial Conference Board, 1956).

Geneva Seybold, Preparing the Company Organization
Manual, "Studies in Personnel Policy No. 157," (New York:
National Industrial Conference Board, 1957).

Louis Allen, Charting the Company Organization Struc-
ture, "Studies in Personnel Policy No. 168," (New York:
National Industrial Conference Board, 1958).
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Since then, literature read by the businessman and
the business professor has frequently suggested the creation
of a staff department to aid the manager in the solution of
his organization problems. One example appeared recently
from the pen of the Secretary of Health, Education, and Welfare

who recommended:

. « . built in provisions for self criticism; the pro-
vision for continual fluidity in its internal structure,
some means of combating the process by which men become
prisoners of their own procedures, and some means to
combat vested interests that grow in institutions.1®

After stating that frequent changes in tasks and
structural arrangements may be welcomed by many employees in
that they make the job situation more challenging and inter-

esting, Peter Blau makes the point that:

Harold Stieglitz, Corporate Organization Structure,
"Studies in Personnel Policy No. 183," (New York: National
Industrial Conference Board, 1960).

Harold Stieglitz, "Developing Patterns in Organiza-
tion Structures," Management Record, (January 1961l), pp. 2-7.

Harold Stieglitz and Allen Janger, Top Management
Organization in Divisionalized Companies," Personnel Policies
No. 195," (New York: National Industrial Conference Board,
1965) .

16Gardner, op. cgit.
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For new ideas to find expression in an
institutionalized change, they must first be bur-
eaucratically implemented. These changes do not
arise out of the current situation.l?

Finally Robert Kahn and his co-authors discuss the
built-in inertia of bureaucracies such as large business or-
ganizations.lihey point out that some of them use such meas-
ures as informal organizations, linkage positions to the
changing external environment, and innovation roles to adapt.

Regarding the latter, the authors say:

These roles demand innovative solutions to non-
routine problems. Such roles complement the more
routinely rules-oriented roles of the rest of an or-
ganization and increase the adaptive abilities of the
organization as a whole. 1In a sense, the innovative
roles represent patterned organizational deviance. It
is as if the bureaucracy, recognizing the dangers of
its rigidity, attempted to build into itself capacity
for change, but to do so in a way wholly consistent
with bureaucratic structure and organization. What
way could be more compatible than institutionalizing
and assigning to certain organization positions the
functions of being flexible, sensing changes in the
environment, and initiating appropriate responses in
the organization?18

The second category of the literature consists of

that which describes what the departments actually did.

1
7Peter Blau, Bureaucracy in Modern Society (New York:

Random House, 1956), p. 89.

18Robert Kahn, et al., Organization Stress: Studies

in Role Conflict and Ambiguity (New York: John Wiley & Sons,
1964), p. 126.
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Holden, Fish, and Smith described the departmental functions

as follows:

The agency assists top executives in developing
and maintaining plans of organization which will best
facilitate the management and control of the enterprise.
These agencies are headed by a manager responsible to
the president and supported by from one to twelve
specialists with wide experience and familiarity with
different major functions or fields.l9

In 1951, Charles R. Hook, Jr., then the Vice President
of Industrial Relations of the C. and O. Railroad, described
the reorganization of his department. Mr. Hook assigned the
previously separated functions of training, wage and salary
administration, and organization analysis to staff agents
called organization planners. The objectives sought by Hook

were stated as follows:

What we are seeking is not uniformity of the formal
organization and consistency of an approach, but the
harmonious cooperatiogoof people and the release of
initiative and ideas.

Hook saw several reasons for the failure of organiza-
tion planning departments at that time: (1) lack of support

by top management; (2) lack of cooperation by department heads

19Holden, Fish, and Smith, op. ¢cit., p. 49.

20Charles Hook, Jr., Organization Planning: Its
Challenges and Limitations, "Personnel Series No. 141l," (New
York: American Management Association, 1951), p. 15.
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(they felt organization people were top management spies):;

(3) over-emphasis on The Plan (a mechanistic fallacy based on
belief in scientific laws of organization); (4) too much re-

liance on the planner to solve the organization problems him-
self, rather than in cooperation with the line executive.

As Hook says:

Organization planning is a continuous process and
too often fails because it is expected to perform mir-
acles after one revision of the structure. . . .21

Hook's recommendations, based on experience with the
function, were as follows: (1) focus organization planning
on concrete economic and human problems of a particular busi-
ness. This planning cannot be completed once and for all, for
all businesses differ and change; (2) the process of organiza-
tion planning is critical. What formal organization is cre-
ated at the time is not. Resistance and fear must be con-
verted to support and understanding so that it can release
the initiative of the people in the organization. (3) An
organization is people, not a collection of functions. Too
often organization planning is done as if the planners are
building a new organization. Generally speaking, organiza-

tions need modification of the present structure. (4) People

21Hook, op. cit., pp. 17-21.
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are more important than plans in this process. Organization
planning has the task of finding the men to help key manage-
ment executives get the job done. Ofttimes, the most impor-
tant outcome of organization planning is to give a really
good man a chance to get to work. The structural problems
and the problem of people who make up the organization cannot
be divorced.22

When Carlos Efferson was chosen to create a department
of organization development at Kaiser Aluminum, he made a
series of visits to the departments in existence at that time
(1957). His conclusions were: (1) The use of the departments
was new and growing; (2) the functionalization of organization

was in the formative stage; and (3) the activities performed

varied tremendously. Efferson says:

As a national pattern, organization planning seems
literally to be whatever you call it, and an organiza-
tion planning man is whomever the firm chooses for the
job--his previous experience is typically unrelated to
organization planning. Finally, organization planning 23
seems to consist of whatever these people decide to do.

No other published works could be found that described

the functions and processes of these departments. But in a

22Hook, op. cit., pp. 17-21.

23Carlos Efferson, "Organization Planning for Management

Growth, " Management Record (April 1958), p. 134.
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letter to the author, Dr. Frank Sherwood had this prediction

to make about the future of the departments:

In the future it seems to me that the organiza-
tion planner is going to face some real challenges as
to his role. This will be particularly true as organi-
zations become more "temporary," that is, as they in-
creasingly combine specializations for specific problem
solving tasks. The continual shifting of the ability
of organization planners to help people to adjust
quickly to new sets of task circumstances will be vital.
This is not to say that formalization goes out the win-
dow. My impression is that the need will be greater in
the future. 1In work in an R and D lab, I find the exe-
cutive greatly over-worked, in part because jurisdic-
tional boundaries are so hard to establish. If there
were more formalization, there would be less need for
his personal intervention. How to get constructive for-
malization without handcuffing the highly dynamic
organization is a very big problem.

Evidence exists to show that Efferson's statements
about growth in use of the departments is correct. The Holden,
Fish and Smith survey found four departments in 1951. By 1962,
Professor Joseph Bailey reported a survey of seven hundred fifty
firms. He found that sixty-one firms had such departments:;
ninety-eight firms assigned organization problems to existing
departments (especially Personnel or Corporate Planning); and

ninety firms assigned organization problems to a specific

24Personal letter from Dr. Frank Sherwood, Professor
and Dean of the School of Public Administration, University of
Southern California, November 5, 1965.
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individual (especially the President, or Vice President-
Administration or Corporate Planning).

The research for this thesis found seventy-five such
departments. Sixty-five of their directors belong to three
associations: The Organization Development Council, The Coun-
cil on Organization Planning, and the West Coast Organization

¥ o
Planning Roundtabl;t' The growth in this staff function seems
to parallel the growth in the use of corporate staffs in
industry.26

The final category of the literature was that concern-
ing evaluation of the work of the departments. Most of those
who expressed opinions were critical of the work performed.

But in no case were these statements supported by empirical

evidence. Typical of the comments were the following:

25Joseph Bailey, "Organization Planning: Whose Re-

sponsibility?," Journal of the Academy of Management, VII
(June, 1964), p. 98.

26See for example:

Reinhard Bendix, Work and Authority in Industry (New
York: John Wiley & Sons, 1956), Part III.

Ernest Dale and Lyndall Urwick, Staff in Organization
(New York: McGraw-Hill, 1960).

Douglas McGregor, "The Staff Function in Human Rela-
tions," Journal of Social Issues, IVM3, (1948).

Robert Sampson, The Staff Role in Management (New
York: Harper and Brothers, 1955).



17

Organizations can build internal eyes on themselves
. « . 1in several ways. A department of organization
(a relatively rare phenomenon today) can serve such a
purpose. It can search continually for the problems
the mother structure is creating--for gaps in authority
or for overlapping authority. It can watch for red
flags from departments that are getting excessively
squeezed by the organization structure. It can look
for places where committees can operate better than in-
dividuals and individual better than committees. It can
feed back to the brains of the organization some infor-
mation about the effects of the organization's own behav-
ior. Unfortunately many departments of organization
don't do these jobs. They draw charts instead.

In the revised edition of his book in 1964, Professor
Leavitt does not mention the departments but does evidence

greater interest in the problems of organization structure:

American organizations have lately shown much more
interest in problems of communication and coordination
and much more concern about redefining appropriate work
flows. We have gotten more interested in who can talk
to whom in organizations because as organizations have
grown larger,the losses from communication failures
have become increasingly apparent . . .

The great early emphasis of structural people on
authority led us for a while toward rejecting the whole
structural approach. We tended, as we so often do, to
want to throw out the baby with the bath water. Re-
cently, we have begun to come back to structural ques-
tions from very different angles. We have come back to
structure largely because we have been forced to--
because it became so patently obvious that structure
is an organization dimension (1) that we can manipulate;
(2) that has direct effects on problem solving.

27Harold Leavitt, Managerial Psychology (Chicago:
University of Chicago Press, 1958), pp. 281-82.
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If we decentralize, things happen. Maybe not all
the things we wanted to have happen, but things happen.
If we change the definition of roles of members of our
organization, things happen. If we change communica-
tion lines by removing telephones, or separating people,
or making some people inaccessible to others, things
happen.

All of those kinds of changes are fairly easy for
managers to carry out. So the structural dimension be-
came doubly important--important because they constrain

and thereby influence behayior--important because they
are readily manipulatible.

Mason Haire has said that organization development
directors presumably try to consider the best future or-
ganizations for their firm. But he asked the question: how
do they recognize one? To make a choice among alternatives,
one must first know the objectives the structure is designed
to attain and how specific aspects of the structure will at-
tain them. The reader tends to conclude that Professor Haire
sees the position in organization development as difficult
and perhaps impossible.29

When consultants were asked their opinion of the ef-

fectiveness of the departments, they agreed with these

evaluations. They felt that these departments and their

28Harold Leavitt, Managerial Psychology (ed ed. rev.;),
p. 387.

29Mason Haire, QOrganization Theory in Industrial
Practice (New York: John Wiley & Sons, 1962).
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members were not concerned with the vital processes of
organization, and were indeed performing mechanical tasks
such as drawing charts as Leavitt indicated. They made 1lit-
tle contribution to the improvement of the organization process
of the firm as a whole in their opinion.3

It can be concluded from this review of the literature
that there are many who advocate the creation of the depart-
ments; several describe a few of the departmental processes,
and some criticize the department's usefulness without citing
empirical support. This thesis will analyze selected proces-
ses of these departments and support the analysis with
empirical data.

The next section of this chapter will present the

hypotheses utilized in the research.

Hypotheses

This thesis utilized two major hypotheses. The first

has four corollaries.

Hypotheses I

~ o

Organization development departments serve their firms

in one of three missions: grand strategy, strategy, tactics.

30See Appendix A.



s

Hich this missi
jezree of confic

&g accomplisnre

The miss
‘rent will affe

2 OCjectives

(0]

«Q.

drand Sirategy,

Regieal, ang r
the Tission i
oy

JuCtural actiy

Sinm

ARV taCtica 1

J

H

Witieg for s




20

With this mission defined, one can predict, with a high
degree of confidence, the activity, interaction, influence,

and accomplishment patterns the department will puruse.

Corollary I

The mission of the department of organization devel-
opment will affect the activities it performs to accomplish
the objectives set forth in the mission. If the mission is
grand strategy, the department will perform structural, tech-
nological, and human activities for the total corporation.

If the mission is strategic, the department will perform
structural activities for the total corporation. If the mis-
sion is tactical, the department will perform structural

activities for specific units of the corporation.

Corollary II

The mission of the department of organization devel-
opment will affect the interactions of its director and mem-
bers with others in the corporation. In a grand strategy
mission, the frequency of interaction with executives of vari-
ous levels is: top management (high), middle management (mod-
erate), lower management (low). The frequency of interaction

in tactical mission is the reverse of the grand strategy



zssion. [epar

= Tetween thes!

Iroderate), low-

Tre mis

ent will afs

e Crocrae; ..

cel .nf.

-~ L':.e:‘_ce

w8 of the

a it wlll Q<€
fe:o.s

RS the
L ‘,veflts Wi
Tin



21

mission. Departments with strategic missions interaction lie

in between these two: middle managemert (high), top management

(moderate), lower management (low).

Corollary III

The mission of the department of organization devel-
opment will affect the kinds of policies which the department
will influence. If the mission is grand strategy, the depart-
ment will influence policies that will affect the total cor-
poration's organization structure and management philosophy
towards the work environment. If the mission is strategy, the
policies influenced will affect the organization structure of
the corporation. If the mission is tactical, the department
will influence the organization structure of particular sub-

units of the corporation.

Corollary IV

The mission of the department of organization devel-
opment will affect the nature of the department's accomplish-
ments. If the mission is grand strategy, the primary accom-
plishments will be measured in qualitative terms; if tactical,
the primary accomplishment will be measured in quantitative

terms. The accomplishments of the strategic mission department
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will lie in between those hypothesized for grand strategy and

tactics.

Hypothesis II

Organization development departments will be more ef-
fective in the solution of problems of organization, the more
closely the department approximates the characteristics of a

grand strategy mission.

It can be seen that Hypothesis I and its four corolar-
ies classify the departments into three types. Previous
writers have not attempted to classify the departments. This
hypothesis will be tested to see if the departments can be
categorized in this way.

The second hypothesis will be tested to determine the
degree to which effectiveness is correlated with the grand
strategy mission.

The terms used in the hypotheses and thesis will be

defined in the next section of this Chapter.

Definition of Terms

In the hypotheses and the thesis, several terms are
used which require clarification. The terms to be defined are:

organization development department; mission; activities:;
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interaction; top management, middle management, lower

management; influence; accomplishments; and effectiveness.

Organization Development Department

An organization development department is defined as
a unit of a firm that is organizationally identifiable, re-
ceives budget allocations to perform specified activities, is
led by an individual responsible for that department who re-
ports to a higher level in the organization; and spends at least
fifty percent of its allocated resources in organization

development activities.

Mission

The mission of an organization department is defined
as a written or verbal statement of objectives which the de-
partment is expected to accomplish. Wilbert E. Moore defines

the term as follows:

Strictly speaking, organizations do not have goals,
or ends or purposes. These are subjective concepts
properly attributable only to individuals, including
those who formulate and pursue objectives on behalf of
organizations . . . . Administrative organizations may,
however, properly be said to have a mission, meaning a
set of specific, limited, and ordered objectives.

All of the qualifications just noted are important.
An administrative organization is not established or
continued for vague purposes of friendly interaction
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but rather for objectives that can be clearly stipulated
and the degree of achievement constantly or periodically
appriased. Such organizations are generally badly
equipped to fulfill all of life's functions or their
members' interests. But they are equipped to accom-
plish limited_ functions that require complex
cooperation.

In the thesis, specific missions were hypothesized.
These were: grand strategy, strategy, and tactics. The
terms are used in military theory. They are used in this
thesis since they help to conceptualize three patterns of

operation of these departments. In the military usage, grand

strateqy is

the art and science of developing and using poli-
tical, economic, psychological, and military forces as
necessary during peace and war, to afford maximum
support to policies, in order to increase the probabil-
ities and favorable consequences of victory and to
lessen the chances of defeat.32

Thus once the decision is made to use war as the means,
all the resources of the nation: material, human, and idea-

tional are mobilized to wage the war and the peace beyond it.
Strategy is
the art and science of employing the armed forces

of a nation to secure the objectives of national policy
by the application of force, or the threat of force.33

3%Nilbert Moore, The Conduct of the Corporation (New
York: Vintage Books Division, Random House, 1963), pp. 23-24.

32Air Force Glossary of Terms.
331pidg.
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Tactics is

the employment of units in combat; the order of
arrangement and maneuver of units in relation to each
other and/or to the enemy in order to utilize their
full potentialities.

In this thesis, the military missions are used analo-
gously. When the department is created, the mission may

specify the use of several means. The grand strategy mis-

sion uses structural technological, and human approaches.35

In discussion solutions to organization problems,

Leavitt describes the structural approach as

the improvement of the task performance in an or-
ganization by clarification and definition of jobs of
people, the setting of clearly defined relationships of
authority and responsibility, and creation of formal
mechanisms for coordination. A second mechanism of the
structural approach is to decentralize the firm and thus
reduce the cost of coordination and increase the control-
lability of subunits.36

The technological approach consists in the application

of

direct problem-solving inventions like computers
and operations research techniques . . . to improve the
quality of decisions made . . 37

34Air Force Glossary, op. cit.

35Harold Leavitt, "Applied Organization Change in Industry,”
in James March (Ed.) Handbook of Organizations (Chicago: Rand
McNally Press, 1966), pp. 1144-67.

361pid.

37 . . .
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The human (or people) approaches consist in

the change of organization by changing the behavior
of its members. By changing behavior, one causes the
creative invention of new tools or one can cause the
modification in the structure (especially the power
structure) . . . these lead to changes in the task solu-
tion and task _performance as well as in human growth and
fulfillment.

Warren Bennis, in a similar analysis, says that one
can change organizations (in an attempt to solve organization
problems) by an engineering (or technological) approach which
will focus on the organization structure and the tasks and
technology of the work system or by a people approach which
will focus on the changing of people--their attitudes, per-
ceptions and values and interpersonal and group relations.

In this thesis, the terms will be used as follows.

If a department uses a structural approach, its solutions will
emphasize attention to the formal organization by analysis

and change of formal relationships such as organization charts,
responsibilities of position holders, and transferring of per-

sonnel. If a department uses a technological approach, its

38Leavitt, op. cit., pp. 1ll149.

9 . . . .
3 Warren Bennis, Changing Organizations: Essays on

the Development and Evolution of Human Organization (New York:
McGraw-Hill, 1966), pp. 114-15.
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focus will be on changing the information technology or

instituting newer technology in the work place to improve the

analytical quality of decisions. If a department utilizes a

human approach, its emphasis will be to change the people as

such, by improving their interpersonal skills or by changing

their attitudes, perceptions and values and consequent adjust-

ments in group and interpersonal relationships.

In this thesis, a grand strategy mission will be char-
acterized by the use of structural, technological, and human
approaches or means in the solution of problems of
organization for the corporation. A strategic mission will
be characterized by the use of the structural approach to the
solution of organization problems for the corporation. The
tactical mission will be characterized by the use of the
structural approach to the solution of organization problems

for subunits of the corporation.

Activities

Activities are those tasks and functions which are
performed by a department in the pursuit of its short and long
run goals. The specific activities performed by the

departments are deécribed in Appendix C.
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Interaction

An interaction is a social contact between two or

more persons. As Homans defines it:

when we refer to the fact that some unit of ac-
tivity of one man follows . . . or is stimulated by
some unit of activity of another . . . then we are
referring 80 interaction . . . an element of social
behavior . %

By interaction pattern then, is meant the frequency, duration
and order of interaction between the organization development
department directors, members and other position holders,
and departments in the firm in the work situation.

It is difficult to differentiate hierarchial levels.
But interaction takes place among these levels. They are
defined as follows.

Lower Management: Those individuals which the firm

designates as part of management at the smallest unit and at
the lowest hierarchial level are defined as members of lower
management. Examples include: the manager of Unit 1, the
supervisor of Production Unit 1, the "Sales Manager" of the
Ohio Sales Force and the "Director" of the Blue Collar Wage

and Salary Section, and other first line supervisors.

0George Homans, The Human Group (New York: Harcourt,
Brace and Company, 1950), p. 36.
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Middle Management: Managers below formal corporate

policy makers such as Division Vice Presidents, and above
first line supervisors (lower management) are defined as
middle management.

Top Management: The President, Vice Presidents who

report to him, or Group and/or Executive Vice Presidents, and
the latter, and any others who make corporate policy formally,
as evidenced by membership on corporate level committees such
as "Executive Committee," are defined as members of top

management.

Influence

Influence is the process by which an individual or
group induces those in power (those who make decisions which
affect the policies of others in the organization) to change
the policies in the sphere of activity desired by the
individual or group.

The weight of influence is the degree to which the
policies are actually changed. The scope of influence is the
range of values affected by the change. The domain of influ-
ence is the individual or group of individuals with the power

who are changed. The sources of influence are: expertise
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of the individual or group, the values offered by the

individual and group, and the charisma of the person or
41

group.

Nature of Accomplishments

Corollary IV predicts that the accomplishments will
vary with the mission of the departments. A grand strategy
mission will produce accomplishments that will be expressed
in qualitative terms. A tactical mission will express its
accomplishments in quantitative terms. An example of the lat-
ter would be numbers of people terminated or dollars saved.
An example of the former is increased organization productivity

or adaptability to change.

41See for example:

Harold Lasswell and Abraham Kaplan, Power and Society
(New Haven: Yale University Press, 1950), p. 60.

Robert Bierstedt, "An Analysis of Social Power,"
American Sociological Review, XV (December 1950), p. 731.

James March, "Introduction to the Theory and Measure-
ment of Influence," American Political Science Review, XXXXIX
(June 1955), p. 435.

Terrence K. Hopkins, The Exercise of Influence in Small
Groups (Totowa: The Bedminster Press, 1964), p. 4l.

Bennis, op. gcit., pp. 161-75.
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Effectiveness

The statement was made (Hypothesis I1I): ". . .
departments will be more effective . . ." Effectiveness is
difficult to measure. In a business firm, effectiveness is
normally measured by the degree to which the firm attains its
goals. Organization development is one of many functions in
the firm. Normally, the firm would not attribute an increase
in profit, for example, to one function or one set of policy
changes. Therefore, effectiveness will be measured by the
degree to which the executives of the firm feel the department
is effective, as evidenced by their statements and their be-
havior toward the department.

Having defined the terms used in the thesis, the
chapter concludes with a discussion of the methods used to
test the hypotheses and pursue the field research for the

thesis.

Research Methodology

Various research methods were available to study or-
ganization development departments. Two that frequently are
used are mailed questionnaires and field research. Mailed
questionnaires can be useful, if some prior research has in-

dicated which are the critical variables and if these are
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likely to be answered by the respondents through the mails.

But as Christopher Sower has said:

A painful but real dilemma for social scientists
is that neither questionnaires, computer methods, nor
just grand theorizing are adequate substitutes for solid
research and experimental designs conducted with the
real life situations of the organizations of modern
societies. As these methods are detached from work with
living and functioning organizations, they are not cap-
able of producing a theory which can be used to either
explain and predict organization change, or to produce
it experimentally in stated situations of real life
societies.

Therefore, field research methods which included ob-
servation, analysis of corporate documents, and interviewing
were used. A series of interview schedules was prepared,
pretested, and refined in a preliminary interview with a
departmental director and interviews of three management
consulting firms.43 The schedules were also refined for
semantic and other bias by pretesting the questions.

Although some questions concerned the origin of the

department and characteristics of its members, the primary

42Christopher Sower, "Innovation in Development
Organizations, " East Lansing, 1966, (Mineographed).

3For a summary of their responses, see Appendix A.

44The schedules used are contained in Appendix B.
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emphasis was placed on the functions and processes of the
departments. These included: the activities performed by
these departments, who they were performed for (interaction)
with what degree of success (influence) and with what results
(accomplishments) .

Seven firms were visited. Departmental directors and
members, superiors of the director, and clients of the depart-
ment were interviewed. Visits varied in length from a maximum
of four days to a minimum of one-half of a working day. A
significant advantage of this approach was that a number of
internal and external sources of confirmation of the data
could be utilized.

The first source of confirmation was the use of delib-
erately overlapping questions on the interview schedule. A
second came from multiple interviews within the organization.
Whenever possible, apparent contradictions or discrepancies
were clarified during the interviews or by mail after the
visit.

A third source of confirmation was printed material.
In every case, examination of the appropriate corporate docu-
ments (such as reports, brochures, annual reports, diaries of
meetings) and published data was performed. These were checked

with the responses of the interviewees.
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A fourth source of confirmation was the use of
informants available to the research at three of the seven
firms.

Finally, peer directors were asked to evaluate other
directors. These men knew each other well from association
meetings and other relationships and were a valuable source
of confirmation.

The sample chosen for investigation will now be de-
scribed. Seventy-five firms were known to have such depart-
ments. Because of limitations of finances and time, only
the forty-nine companies located East of the Mississippi
River were considered. Because it appeared that the diver-
sity of products produced, the age of the firm, and the
volatility of the industry might have important effects,45
several industry groups were eliminated. The universe con-
sisted of the following groups: sixteen engaged in extrac-
tive manufacturing, fourteen in manufacturing and assembling,
eight in retailing, six utilities and two each in service and
financial businesses. The last three categories were
eliminated. Directors who belonged to the Organization Devel-
opment Council and the Council on Organization Planning were

asked to nominate firms in these industries who maintained

45See Joan Woodward, Industrial Organization (London:
Oxford University Press, 1965), 1-3.
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effective departments. From this group seven were chosen:
three extractive manufacturers (Coman, Extram, and Tractem) ;
one manufacturer (Assembler); two manufacturers and retailers
(Manfex, Remco) and one retailer (Outlet).46 This distribu-
tion seems to fit that of the universe moderately well.

The firms were described by using the scheme of Derek

Pugh and his associates:47

Age of the Firm

The range was from fifty-five to one hundred ten
years, with a median of sixty-five years. Five of the seven

were within ten years of the median.

Ownership

All seven were corporations, four of which had com-
pletely diversified ownership. Two had less than twenty
percent family ownership of the stock. And the seventh was

attempting to broaden its thirty percent family share.

46These company names are used so that the firms

studied could remain anonymous.

47Der:ek Pugh, et al., "A Conceptual Scheme for Organi-
zational Analysis," Administrative Science Quarterly, VIII
(December 1963), p. 289.
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Charters
All seven corporate charters called for profitability
as the corporate objective.
Technology
The technology of these firms was mixed with no one
form predominating.
Resources
The resources of these firms were considerable and
differed only in the variation of ideology.
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