Future Directions in Organization
Development

The field of organization development contin-
ues to grow. New methods and interventions
are being applied, more complex and rigorous
research is being conducted, and organizations
from more diverse countries and cultures are
becoming involved. Because so much change
has occurred in a relatively brief period, pre-
dicting the future of OD is risky it not foolhardy.
On the other hand, the field is also maturing
and it is useful to look at the forces influenc-
ing how OD is likely to evolve. This knowledge

can enable OD practitioners, researchers, and
managers to more readily affect a relevant
OD future. The chapter first identifies three
trends within the OD field that are pushing it
toward different futures. The implications of
these trends are discussed. The chapter then
describes trends in the larger context within
which OD operates, including economic, work-
force, technology, and organization trends. It
concludes with a discussion of how these trends
are likely to influence future OD practice.

TRENDS WITHIN ORGANIZATION DEVELOPMENT

In updating his OD bibliography (http://www.cba.bgsu.edu/mod/himl/ed_bibliography.
htmly for 2005, Glenn Varncy noted that much of the recent writings in OD had
focused more on the statns of the ficld than on evaluations of practice or rescarch
on the processes of change.! In support of that observation, revicws of the literature,
conversations within Internet listservs, and the diversity in OD education and training
opportunities suggest three trends occurring within OD—characterized as traditional,
pragmatic, and scholarly.? Each trend has a differcnt vision of what OD can and should
be, and although they are presented separately, they are not mutually cexclusive or
independent. On the contrary, the future of OD will no doubt cmerge from their inte-
gration. Figure 25.1 summarizes the trends and theix likely implications lor the future

of OD.

Traditional

The first trend has to do with increasing calls for a return to OI)’s traditional values and
practices. Championed by the National Training Laboratories (NTL) and others, tradi-
tionalists arguc that OD should be driven by long-established values of human potential,
equality, trust, and collaboration. The major objective of OD should be to promulgalc
these root values through inlcrventions that hnmanize work, organizations, and soci-
cty; help employces balance work and family life; promote diversity and spiritualily at
the workplace; and charmpion the self-actualization of organization members.* Thus,
traditionalists propose that OD should do what is “right” by assuring that organizations
promote positive social change and corporate citizenship.
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[Figure 25.11
Trends Within OD and Their Impacts on OD’'s Future

TRADITIONAL

* Return to original
humanistic values

* Increasing focus on
process interventions

ORGANIZATION
PRAGMATIC DEVELCPMENT will:
° E:phasae values of « Have more conflict in the
effectiveness : > short term
* Increasing focus on
relevant practice * Be more integrated in the
long term
ACADEMIC

« Emphasize values of
understanding,
prediction, and control

» Search for variables that
explain change and
effectiveness

A strong focus on process interventions also characterizes the traditional trend.
OD’s key purpose, according Lo this view, is to ensurc that organizational processes are
transparent, possess integrity, treat pcople with dignity, and serve diverse stakcholders.
Thus, OD’s primary goal is to help organizations create such processes; whether they
subscquently lead to performance ouicomes is of sccondary importance.

Pragmatiec

The second trend within QD is related 1o increasing demands for professionalization
of the ficld and an emphasis on relevance. Championed by the change management
practices at large consulting firms and some OD professional associations, pragmatists
arguc that OD practitioners should be certitied like most other prolessionals.* This
drive to proiessionalize OD is in response to a growing number of people marketing
themselves as OD practitioners without any formal training or education in the field,
as well as a lack of consistency in applying OD’s core theorics, skills, and interventions.
As a result, distinguishing between qualified and unqualified OD practitioners can be
a difficult challenge for organizations, and professionalization of the field can help 1o
rcmedy that problem.®

To become a profession, according to pragmatists, OD should require certification
of members, create a common body of knowledge, define minimum levels of com-
petencies, and institute other regulatory infrastructurc. Certification would create
boundaries between who is (and is not) an OD professional and what is (and is not)
0D practice.
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The pragmaiic trend is also distinguished by an emphasis on change technologies, typi-
cally under the banner of “change management.” I contrast to OD’s “solt” reputation,
change management is viewed as a highly relevant and applied practice, ruch like medi-
cine, engineering, or accounting.® It focuses on helping organizations implement change
and adapt to turbulent environments. Relevance, a minor chord among traditionalists, is
a major theme among pragimatists, who value the performance outcomes of OD work.
Thus, process interventions are not seen as ends in themselves but as mcans for imple-
menting change and achieving the desired results.

Scholarly

The third trend within OD is connected with the increasing munber of pcople making
research contributions to our understanding of change. Championed by universiiies
and applicd rescarch centers, such as USC’s Center for Effective Organizations and
MIT’s Society of Organization Learning, scholars propose a “research agenda” for OD
that includes (1) how multiple contexts and levels of analysis allect organivational
changc; (2) the inclusion of titne, history, process, and action in theorics ot change; (3)
the link between change processcs and organization performance; (4) the comparative
analysis of international and cross-cultural OD interventions; (5) the study of receptiv-
ily, customization, scquencing, pace, and cpisodic versus continuous change processcs;
and (6) the partnership between scholars and practitioners in studying organizational
change.”

The scholarly perspective [ocuses on understanding, predicting, and controlling
change. Tt is far lcss concerned about how OB is defined, what its values arc, how it is
practiced, or whether an OD practitioner is involved except as poleniial explanations
[or change success. OD is just one of several ways organizations can be changed. Unlike
traditionalists and pragmatists, scholars arc concerned with creating valid knewledge,
and with generalizing conclusions about how change occurs, how it is triggered, under
what conditions it works well, and so on. Similar to the traditional and pragmatic
trends, however, the scholarly trend is connected to the actors involved in change; its
favored methodology is action research but from a more distant and detached perspec-
live than the other two trends.

Implications for OD's Future

Those three trends are likely to have important consequences for O's future. In the
short terin, advocates of cach view will likely continue on their separate paths with
periodic and perhaps intense conflicts among themt. In the longer term, howevcer, there
should be increasing attempts at reconciling these differences and generating a more
iniegrative view of OD.

OD Will Have More Conflicts in the Short Term Current views and debates about
OD values and professionalization are likely to continue at Icast in the near term. The
traditional and pragmatic trends hold diflerent and often-conflicting views of how the
field should evolve. Traditionalists fear that OD is becoming too corporate and may
unwittingly collude with powerful stakcholders to promote goals that are inconsisient
with OD¥s social responsibility and humanistic valunes. For example, corporate strate-
gics can concentrate wealth and ignore cultural diversity. Techmology can isolate people
and alienate them. The traditionalists, therclore, advocate lor a stronger focus on the
central values of the field. Pragmatists, on the other hand, worry that relying (0o heav-
ily on traditional values will reinforce OD’s “louchy-fecly” orientation. They argue that
locusing on human potential exclusively will doom OD to irrelevance in today’s highly
competitive organizations. Thus, in the short term, the batile over values within the
ficld is likely (o continue.
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Symbolic of the struggle, no fewer than three formal projects are under way g
clarify OD’s values. Bach effort is championed by a different institutional sponsor,
relies on a different set of OD practitioncrs, and argues that their results will clarify
this important issue for the field. The ongoing conflict in the field is therefore likely o
continuc and may become even more intense as additional values, such as ecological
sustainability and economic equality, enter the OD field.

OD is also likely to face more disagreement over prolessionalization. The debate
over values discussed above demonstrates how difficult it will be to gain agreement
about standards, competencies, enforcement mechanisms, and oversight. Unless 5
groundswell of support for a common set of OD valnes emerges, judgments about
gnalifications will likely become caught up in conflicts beiween the traditional and the
pragmatic perspectives. Several prior attempts to professionalize the field or to accredit
practitioners have had limited success, and provide ample evidence of the difficulty of
resolving such differences.

OD Will Become More Integrated in the Long Term Despiic the conflicts likely to
continue in the short run, there is considerable common ground among the diverse
trends within 0D, and the emergence of a more integrated view of the field secms
likely in the long termi. For example, both the traditional and the pragmatic trends
agree that applying behavioral science to orgauizations can immprove cffceliveuess and
incrcase member satisfaction. Both trends believe that knowledge and skill should be
transferred to a client systemn, and all three trends believe that a body of theory and
practice underlie the process of change in organizations.

Given OD's history, its long-term [nture is likely to be some blend of practitioner
values in use (traditional trend), profcssional change practice {pragmatic trend), and
change theory (scholarly trend). The field is not likely to be completely pragmatic and
ignore its valucs base; there is little likelthood that it will return to its purely traditional
roots and be irrclevant to business; and the subject of change is too Important and
personal to be left to research alone. A more limited integration is also problematic.
A pragmatic and research-driven OD would be cold and impersonal; a traditional and
research-driven ficld would be naive and irrelevant Lo economic realities; and a tradi-
tional and pragmatic-driven OD would be intuitive and non-cumulative. An integra-
tion of the three trends, on the other hand, will assure that OD has moral purpose,
drives sustainable bottom lines, and represents a healthy balauce of art and science.

A set of integrated values, including participation and effectivencss but recognizing
the tension between them, will drive the traditional and pragmatic trends to exploit
the common ground in theory and practice. For example, the theories of change
underlying traditional action research; positive scholarship and practice; contemporary
approaches to change, such as network models, complexity, and chaos theories; and
the evolution of underorganized systems can be integrated. The practical benefits of
traditional objective approaches and the traditional values reflected in a social con-
structionist view hold promisc for a new view ol OD.

This integrated view will challenge the field to redefine existing views of work,
compclition, culture, and organizations. QD cannot view systems only as objects with
inertia, structure, resistance, and permanence, but as social processes produced, main-
tained, and changed through conversations that are flexible, aspirational, and change-
able.® A positive view of organizations and their members’ potential aligns well with
the traditional trend, and it supports values of hasic human rights, social responsibility,
democracy, and ecological sustainability. This view of organizations also supports the
pragmatic trend; it recognizes the importance of economic viability, the time value of
activity, and the opportunities that growth conveys. If carclully applied, an integrated
objective and socially constructed perspective can be an influential voice in OD’s
future.
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TRENDS IN THE CONTEXT OF ORGANIZATION
DEVELOPMENT

The field of OD is evolving, but so too is the context within which OD is applied.
As summarized in Figure 25.2, several interrclated trends are atfecting the context
within which OD will be applied in the near future. They concern various aspects of
the economy, the workforee, technology, and organizations. In some cases, the trends
will directly affect QD practice. Tecbnology trends, such as Internet purtals, voice over
the Internet, and wireless networks, will no doubt influence how OD practitioners
comimunicate with organization members, facilitate teams, and manage change. Other
rends, such as the increasing concentration of wealth, represent important contex-
tual forces that will indirectly affect OD through their interaction with other trends.”

The Econoeimny

Researchers and futurists have described a variety of economi¢ scenarios, and therc is
substantial agreement that the world’s economy is in the midst ol a transition from
the industrial age that characterized much of the twentieth century.'® Altbough thesc
scenarios differ in their particulars, they all fit under the rubric of globalization, and
many of the same trends are identified as drivers, including technology, workforce, and
organization, which will be discussed separately.

JFigure 25.2]
Contextual Trends and Their Effects on OD's Future
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The fall of the Berlin wall, the end of Apartheid, the breakup of the fornter Sovier
Union, the creation of the Buropean Union, terrorist attacks in many ditlerent countries,
and the emergence of the Chinese and Indian cconomies arc key cvenls in the transition
to a global economy. Organizations from around the world are increasingly able to shifi
their manulacturing from high- to low-labor-cost countries, execute international merg-
ers and acquisitions, and build worldwide service businesses. Taday, alimost any product
or service can be made, transported, and bought anywhere in the world. Globalization
can help companies reduce costs, gain resources, cxpand markcets, and develop new
products and practices more quickly.

The ecmergence of a global cconomy is well under way, but the promise and ratio-
nalization of that process is far from complete.'” The initial sieps toward globalization
have [ueled real price decreases in many consumer products, provided employment for
people in less-developed nations, and driven revenue growth in a variety of industrics.
However, the transition to a global econony is for the most part unmanaged, and there
is increasing concern over its social and ecological consequences.'* This raises trouble-
some questions about three key issues: cultural diversity, income distribution, and ecological
sustainability.

First, transitioning to a global economy is a complex and daunting process that
involves organizalions, technology, people, and governments. The role and function
of national governments and the importance of cultural diversity in the process is not
well understood. There are few generally accepted guidelines. On the one hand, some
cconomists arguc that glebalization is good for countries and cultures.”” They cite
numerous examples of how music, art, political thought, tcchnology, and other arti-
lacts of culture have crossed boundaries and enriched people’s experiences.

Others argue that governments must lace the difficult choice of preserving or
sacrificing their culture. Friedman notes that cultural preservation may ceme at the
expense of participation in the global economy while greater economic success may
depend on cultural sacrilices.™ For example, the Chinese government is trying dili-
genttly to preserve its cultural and political underpinnings while lacing a rapid influx
of capitalist goods and services,!® and many other developing nations face pressures
Lo move o a Weslern capitalism model despite questions as to whether it is appropri-
ate Tor their cultures.'® Organizations implementing global strategics (Chapler 23), (or
example, prefer standardized approaches because the economic logic of this strategy
admits to little practical incentive to account for culiural or governmental difterences.
Pursuing both cultural preservation and economic participation is possible, but il is
a complex task. The shori-term {inancial benefits often appear much larger than the
long-1crm social consequences, and the required leadership and management capabili-
ties are not widely available. The decisions governments make 1o resolve this difermma
will dramatically shape the characier of the global economy.

Sccond, globalization of the cconomy is closcly related 1o an increasing concen-
tration of wealth in relatively few individuals, corporations, and nations. The CIA's
report, Global Trends, 2015, concluded that giobalization will create “an even wider gap
between regional winners and losers than exists today. {Its] cvolution will be rocky,
marked by chronic volatility and a widening economic divide ... deepening economic
stagnation, pelitical instability, and cultural alienation. [1t] will foster political, cthnic,
ideological, and religious extremism, along with the violence that often accompanics
it.”'” Consider the following:

e .S, Census datla confirms that the sharc of total income accounted for by the
top 20% of households increased from about 43% to over 51% between 1975
and 2005, while the bottom 20% of houscholds saw their share drop from 4%
1o 3%.18
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» Using a conservative measure of CEO pay, the Economic Policy Institule estimates
that in 2005 the average CEQ in the United States eammed 262 times the pay ol the
average worlker, the second highest ratio in the 40 years of their data collection.
(Other estimates have put the ratio as high as 431:1 for 2004.) To put this in per-
spective, a CEO carned more in a day than the average worker did in a year.'®

e The 793 billionaires in 2006 represent an increase of 103 people between 2005 and
2006. Represeniing about 0.00001% of the world’s population, their net worth of
$2.6 trillion accounts for about 19.5% of the U.S. gross domestic product.®

o Of the world’s 6.2 billion, 5.2 billion live in low- aud moderate-income countries
and survive on about $3 a day.”

The concentration of wealth may be a natural outcome of capitalism facing impcrlectly
conipetiitive markets, but it can also contribute to misallocation of resources, environ-
mental degradation, and shori-term thinking.** For example, the financial markets’
focus on quarterly earnings can skew decision-making criteria to delay preventive
maintenance or salety initiatives, lo postpone implementation of nccessary environ-
mental-protection equipment, or to torcgo important long-term capital investments.
The concentration of wealth can also contribule to social conflict driven by fears that
the wealthy will act in their own self-interest at the expense of those who are finan-
cially less fortunate. The recent history of the WTO provides visible examples, snch as
the cancellation of the 2003 meetings in Cancun, Mexico, because developing nations
banded together against developed countries who were accused of not listening to
requests for modilications in trade agrecmendts.

Third, there arc increasingly clear warnings that the ecosystem can no longer be
treated as a factor of production, and that success cannot be defined as the accumu-
lation of wealth and material goods at the expense of the environment. There are
strong pressures to fucl economic arowth, for example, by exploring and devcloping
oil ficlds in sensitive and protected areas such as the Arctic National wildlile Refuge.
Yet, sport-utility vehicle (SUV) demand remains strong despite cotcerns over safety
and low gas mileage. If SUVs complied with the same fuel-cconomy standards as
ordinary cars, the United States would save 1 million barrels of oil a day, more than
the Arctic National wildlife Refuge could produce at peak volumes.” These concerns
arisc in part [rom the proliferation of capitalism, but also from the growing realiza-
tion that {ree and open markets can have negative uninteuded consequences for the
global ccosystem.

The conclusions from the Intergovernmental Pancl on Climate Change suggest
that industrialization is not a controversial bnt a probable cause of global warming.**
Several fraditional organizations, such as BP and Royal Dutch/Shell, arc reversing
long-held opinions about their contribution to environmental decay by setting aggres-
sive goals to reduce greenhouse gases.”® Unfortunately, many developing economics,
including China, the Philippines, and Mexico, continue to operate with loosc environ-
mental controls. As a result, there are more calls for change in the values underlying
capitalism—Irom consumption to investment, from open to mindful markets, and
from wealth accumulation as an end in itself to an examination of the return on living
capital.* Some obscrvers note that such value shifts are already under way in. many
nations and organizations. For cxample, iraditional business models that assume labor
scarcity and natural resource abundance are being tempered by models that cmpha-
size the abundance of knowledge and the scarcity of natu ral resources. A handful of
companies, incduding IKEA, Interface, Honda, S. C. Johnson, and Hewlett-Packard,
have aliered their operations aud practices radically to rediuce emissions, wastc,
and environmental degradation aud 1o increase sustainability, profits, and customer
satisfaction.
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The Workforce

The workforce is becoming more diverse, educated, and contingent. Chapter 18
documented the diversity trend and suggested that organizations, whether they oper-
ate primarily in their home country or abroad, will need to develop policies and operat-
ing styles that embrace the changing cultural, cthnic, gender, and age diversity of the
worklorce.

The worklorce is also becoming more educated. The 2006 U.S. Census data, for
example, report that 84.1% of adulis over 25 years ol age have completed high
school and that 27% have a bachelor’s or higher degree. Both numbers represent
similar proportions compared to 2002 but significant increases compared to 2000.
A more educated workforce is likely 1o demand higher wages, more involvement in
the decision-making process, and continued invesiment in knowledge and skills, For
cxample, the rate of change in information systems technology requires IT profession-
als to continually updatc their knowledge and skills to remain competent. In response,
organizations are increasing their training and management development budgets
signilicantly.*” Many organizations, snch as Motorola, Capital One, Boeing, and Harley
Davidson, have invested in corporale universities and corporate—universily parimer-
ships, and many others have policies outlining the minimum hours of technical and
managerial training that each employee will receive yearly.

Finally, the continucd high ratc of downsizings, reengineering efforts, and mergers
and acquisitions described in Chapters 14 and 19 is forcing the workflorce to hecome
morc contingent and less loyal. The Bureau of Labor Statistics reports that contingent
and “alternative arrangement” workers, including temnporary and contract empioyces,
freelancers, independent professionals, and consullants, made up between 12.4% and
14.8% of the workforce in 2005.%® The implicit psychological contract that governs
relationships betwecen employers and employees is being rewritten with new assump-
tions about long-term employment and rewards in exchange lor commitmeni and
loyalty. For example, a study by the National Association of Temporary and Staffing
Scrvices lound that 90% ol companies use temporary help.”® Other studies have sug-
gested that the personnel supply services industry, about 90% of which is involved in
providing contingent employees, will be among the top five fasiest-growing industries.
Onc article noted that the contingent stalling industry doubled in size between 2002
and 2007 and would grow to about $200 billion in 2010.*°

Technology By almost any measure, information icchnology is a signilicant and
increasingly common fact of life. An estimated 150.9 million worldwide Internet uscrs
in 1998 grew to 605.6 million in 2002, * 1n 2007, according to an Internet World Stats
estimate, more than 1.24 billion people were or the Internet, and of those, 37% were
in Asia.*? The Internet is the backbone ot a global economy, and although the techinol-
ogy sector has suflcred financial sctbacks, [ew people doubt its future importance.

At the core of information technology is BE-commerce, an economy that knows no
boundaries.*® E-commerce involves using automated teller machines, buying games on
your cell phone, buying and selling products and services over the Internet, and selling
advertising space. This range ol activities makes estimating the size of the E-commerce
market difficult. For example, one study estimated that worldwide online retail sales
grew 22% to $143.2 billion for 2005 while the U.S. Census Bureau estimated that U.S.
online retail sales for 2006 grew about 20% to $119 billion.*

Two types of E-commerce seem particularly relevant to OD’s future: business-1o-
consumer and business-to-business. The business-to-consumer market garners much
attention and awareness because it is how the public participates in E-commcrce, This
marlket, which includes E-tailers such as Amazen.com, e¢Bay.com, and Fandango.
com, is expected to grow in the Uniied States from $172 billion in 2005 to over
$329 billion by 2010.*® In these businesses, OD must help to create and implement
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novel business models. Dell Computer, [or instance, sells custom-made computers
to consumers and businesses, but it started out as a mail-order company advertising
in the back of magavines. More than 25% ot its computer sales come through the
Internet. The shift in organization structures, labor skilt sets, work designs, and work
processes in the tra nsformation from a mail-order business te an E-commerce leader
represents the kind of change that many organizations will face and the challenges
O practitioners must meet.

The organizational issues in the business-to-bnsiness market are cven more Com-
plex. A good example of the implications and potcntial of this market is the glohal
automobile industry’s creation of an online store. In February 2000, the major
antomakers jointly addressed escalating costs and gross inefficiencies of their supply
chain to create Covisint, a new busincss that feveraged the power and potential of
the Internet to solve industry-specific busingess problems in real time. Today, Covisint
Snpports over 266,000 uasers, representing more than 30,000 organizations in over
96 couniries in the global automotive industry. Tn addition, Covisint has moved into
the health care indnstry and supports over 15,000 users, representing more than 450
North American health sysiems, commercial payers, physician groups/practices, home
health agencies, third-party administrators, extended care facilities and home medi-
cal eqnipment providers. Covisint migrates an entirc industry’s supply chain onto the
Imternet and reengincers radically the way businesses interact with each other. Web-
bascd transactions are replacing the inefficient phone, mail, and [ace-to-face sales call
processes that dominated these industries.

[n addition to providing the infrastructurc tor E-commerce, technology is also chang-
ing and enabling a variety of organivational processes. New technologics, such as SAP
or PeopleSolt, drive changes in how information and work processes are coordina ted
and managed; they also require modification in the way productivity is measured. For
example, the implementation ol enlerprise resource systems and snpply-chain man-
agenient programs must integrate with existing work processes and the compcetencies
of organization members. This requires adjustments in the entire sociotechnical system
and how it interfaces with customers, suppliers, regulators, and other stakeholders.

Finally, we are gaining a clearer picture ol the way technology affects productivify.
For example, for years, economists were pnzzed by a “productivity paradox.” Despite
a 30-year, $2 trillion investment in computers and technology, productivity rose very
slowly dnring the 1980s and early 1990s. But in 1999, productivity rose 2.9% in the
United States (and 5% in the last six months of 1999), nearly twice the 1.5% average
annnal gains seen since the carly 1970s. The biggest gains were in manulacturing, but
service businesses such as transportation, trade, and linance also started to see a payofl
from rew technology investments. This productivity lag apparently resulted from the
relatively long time it took for organizations to adopt the new technology and to learn
how Lo apply it.* For cxample, Conntrywide Home Loans, one of the largest morigage
lenders in the United States, began experimenting with technology solutions in the late
1980s. The benetits of lechnology investment did not pay olf untila 1997 implementa-
tion of an automated information system in its custormer service center helped rednce
the average cost per call from $4 to Jess than $0.60 on more than 20,000 calls per day.
The increased productivity has not cost jobs; Countrywide nearly doubled its workforce
between 1996 and 1999.

Organizations

The final trend likely to shape OD’s futurc involves the increasingly neiworked and
knowledge-basced nature of organizations. The intervenions described in this book
help organizations become more streamlined and flexible, more capable of improving
themselves continuonsly in response 1o economic and other trends, and more ctfective.
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A Jarge proportion of organizations are not aware of these practices, however, and
still others resist applying them.” Despite the attention to them in the business press,
only a small percentage of organizations use self-managed work (cams, arc organized
inlo networks, successlully manage stratcgic alliances, or have organization lcaming
programs. But these organizations are harbingers of the future, and they will invent
entirely new, cntrepreneurial siructures capable of exploiling new ideas and technolo-
gies quickly.

Clearly, organizations are becoming more networked. As explained in Chapters 14
and. 19, nctwork structures rely on collaborative stralegies and allow single organivations
to partner with other organizations o develop, manufacture, and distribure goods and
services.”® More than any other organization lorm, networks hold the promisc of real-
izing the economic opportunities presented by globalization without the negative social
consequences ol large multinational corporations.” Large organizations that gain ccono-
mies of scale in manulacturing, distribution, and marketing can also become rigid and
slow, and indiffereut to unintended sodal and ccological consequences. These latter
outcomes can be disastrous in today’s rapidly changing cnvironments and cannot be
easily remedicd in the Tuture. Networks, on the other hand, ¢nablce small organizations
Lo access the advantages ol scale and scope traditionally reserved for large [irms. Small,
focused lirms that perform particular tasks with excellence can align with organizations
that have complcmentary resources and expertise. These networks arc highly adaptable
and can disband and reform along ditferent task or market lines as the circumstances
demand. To succeed, organizations arc learning how to assess quickly whether they are
compatible with nciwork partners and whether the joint product/service is successful.
They are gaining competence 1o form and end networks swittly, thus enabling than to
exploit prodact/market opportunitics rapidly and to “fail quickly” when the networl is
unproductive.” Because each network nede (organization) is small and local, resident
cultures and ecosystems arc mote likely to be prescrved.

Finally, in an organizational world (hat is technically enabled, fast-paced, and net-
worked, there will be a premium placed on learning and knowledge management. This
increasingly important source of organizational capability and competitive advantage
will require unprecedented amounis of innovation and coordination. Multiple stake-
holders representing a diversity of interests will come together to envision a shared
[iziure and to learn how 1o enact it.

Because this process typically Icads inte uncharted waters, both organizational
members and OD practitioners will be joint lcarners, exploring new lerritory together.
Moreover, implementing new organizaiional innovations will require signilicant
amounts of experimentation as mcinbers try out new ways of operating, assess prog-
ress, and malc nccessary adjustments. In essence, they will learn from their actions
how to create a new stralegy, organization, or product/service. Such collaborative
learning is capable of implementing radically new possibilities and ways of functioning
that could not be cnvisioned beforehand. Tt is a process of innovation, not of detection
and correction of errors. In turn, the new structures and sysiems will increase feed-
back and information flow to the organization, thercby improving ils capacity to learn
and adapt to a rapidly changing cnvironment. They will transcend both internal and
external organivational houndaries, remove barriers to learning, and lacilitate how
cmployees acquire, organize, and disseminate knowledge assets.

Implieations for O}'s Future

The definition and practice of OD in the {uture will depend on the forces within OD as
well as the economic, workforce, technology, and organization trends outlined above.
Although a variety of scenarios are possible, we chose to present a likely and positive
picture.* Figurc 25.2 summarizes this view.
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OD played a powertul role in organization and social change in the 1960s and 1970s.
A set of shared valucs, induding involvement and participation, and a complimentary
sct of practices, such as team building and survey feedback, shaped the way leaders and
managers designed and operated organizations. Together, these integrated values and
practices improved both huinan and economic outcomes.™

Recognizing the powerful influence that shared values and supportive practices can
have, OD in the future will support a policy of “responsible progress.” Responsible
progress begins with an economist’s detinition of an elfective system, integrates ira-
ditional OD and more recent efllectivencss values, and promotes a set of practices 10
actualize those values. Economists traditionally define progress and economic health
in terms of the development ol producis and scrvices that make society better ofl, the
ability {o put scarce resources to their most elficient use, the capacity to support full
cmployment, and the equitable distribution of rewards in relation 1o the risks people
take in productive enterprise. Although few people would argue with these crileria,
the trends discussed above suggest that there have been important unintended con-
scquences of promoting those goals. For example, global warming and the concentra-
tion of wealth cannot be the metrics by which socicty is judged as “betier off.” The
traditional criteria ol progress either ignore the ecology and culiural diversity or make
untenable assumptions about the market’s ability to account for them.

Responsible progress addresscs that gap by defining a pelicy that supporls economic
success and innovation, that promotes efliciency and progress, but incorporatcs cultural
diversity and ecological sustainability to produce a more balanced view of effectiveness.
Tt supports a sct of traditional and ellcctivencss-relaicd values as well as practices ihat
reflect 1oday’s and tomorrow’s organizations. The responsible progress policy asscrts
that individuals, organizations, and countries can pursue cconomic and personal suc-
cess through open innovation that leverages and nurtuares cultural diversity and the
ecology.®* It delines a vision, strategy, and future path for OD.

OD will work to shape a global economy populated with flexible, innovaltive, nct-
worked, and ecologically responsible organizations that thrive on cultural diversity. As
an important influence of this world vision, OD is more likely to develop interventions
that drive eftectiveness in a broader range of organizations, support technological and
managerial innovation, preserve cultural diversity, and advocate ecologically sustain-
able practices.

OD Will Be More Involved in Driving Effectiveness in a Broader Range of Organi
zations Responsible progress atfirms that all forms ol organizations should have the
opportunity (o be successful. It suggests, however, thal success cannot be achicved at
ihe expense of cultural diversity and the ecology. When 0D lacks the shared values
and applicd focus of responsible progress, success can lead to cnltural assimilation and
ecological damage. The changing context of OD, in particular the economic and organi-
rational irends, sugges! that planned change in the future should be as concerned with
effectiveness as it is with traditional values of participation and workplace democracy.
1t will also be applied 10 a more diverse client basc.
" Traditionally, O focused on large business organizations, but three other types ol
organizations increasingly will become targets of planned change: small entrepreneurial
stari-ups, goverament organizations, and global social change organizations. Small, entre-
preneurial start-ups arc an importaint and underserved market lor OD. Many of these
organizations arc at the Jorefront of the technology trends cited ca rlier. Because they
are operating on scarce, expensive, and finite venture capital, lime is their most valu-
able assel and the one most critical to their success. As a result, entreprencurial firms
generally have a clear action. ovientation, little perceived need to reflect and learn, and
few structures and systems to guide behaviors and decisions.** This is a context that
can be well served by last, Mexible change processes orienting new people quickly to
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the business strategy, intcgrating them rapidly into new work roles, increasing the
efficiency ot work processes, and helping founders and key managers think about how
the market, competitors, and tcchnology are changing. Entreprencurs are not inclined
to think about nor are they trained to examine these issues. OD can help them gain
the needed compeience to address such matters.

Chapter 24 described the dilferences between public- and private-sector organizations
and the implications of those diflerences tor the practice of OD. The cconomic, worl-
force, technology, and erganization trends are also pushing government organizations to
become more cfficient, flexible, and networked. Consequently, government is increas-
ingly applying OD interventions such as strategic planning, cmployee involvement, and
performance management, and we cxpect that the demand for change management
expertise in the public sector will grow. Morcover, governments will become more
proactive in managing the effects of global economic development. Public—private part-
nerships, a form of collaborative strategy, are also likely to flourish. They will require
the assistanice of OD practitioners who arc scnsitive to the differences between these
two types of organizations and to the demands the partncrships will be under, such as
environmental protection, corporate citizenship, and taxation.

Similarly, Chapter 23 described the application ol QD in global social change organi-
zations. The increasing concentration of wealth and globalization of the economy will
create a plethora of opportunitics for OD to assist developing countrices, disadvantaged
citizens, and the ecology. In China, for example, as the government brealks up the old
“work unit” structurc and creates market-facing enterpriscs, the need for NGOs to take
over delivery of social services is likely to increase. For example, the Global Village
of Beijing has begun campaigns to involve the Chinese people in pro-environment
practices and to develop lecaders for other NGOs; the China Brief has cataloged NGOs
and provided a forum for their communication; the Chinese Association lor NGOs
{CANGO) provides capacity-building services to help NGOs become more effective;
and the World wildlilec Fund {WWFT) is partnering wiih corporations to initiate envi-
ronmentally friendly policies. OD can help these organizations achicve their objectives,
wanage their resources, and improve their functioning through such interventions as
teamn building, strategic planning, and alliance building.

Not only will OD be applied to a broader range of organizatiomns, it will also be more
concerned with effectiveness than in the past. A large portion of the interventions
described in this text were developed in the 1950s and 1960s with the primary aim of
increasing participation in organizational processes. As the global economy and infor-
mation technology cnable and push for faster, morc [lexible organizations, the ability
to manage change continuously will becomne a key source of compctilive advantage in
all types of organizations. This suggests thal OD practices will become more cmbedded
in the organivation’s normal operating routines. OD skills, knowledge, and competen-
cies can and should become part of the daily work of managers and cmployees.* This
will diffusc change capabilities throughout the organization rather than limit them to
a special function or role. It will permit faster and more flexible reactions to challenges
faccd by the organization. In addition to embedding OD skills in managerial roles,
OD interventions themsclves will be integrated into core business processes, such as
product development, strategic planning, and supply-chain management. This should
provide a closcr linkage between QD and business results.

This does not mean that the role of the prolcssional OD practitioner will go away.
Professionals will be needed to help organization members gain change management
competencies. Small, entrepreneurial firms will need specialized assistance in bring-
ing on ncw members rapidly and organizing their efforts. Organizations involved in
strategic alliances, mergers, and acquisitions will need professional help managing
interorganizational interfaces, integrating diverse corporate cultures, and coordinating
business practices. 0D professionals will also be needed to assist in the implementation
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of new technologies, particularly knowledge management practices. As supported by
the contingent workforce trends, the demand for skilled OD practitioners is likely
10 increasc rather than decrease. For example, there is some anecdotal evidence Lo
suggest that as line and senior managers learn more about the knowledge and skills
associated with OD practice, their requests for assistance in formulating change pro-
cesses increase. Managers will look more {requently for help in leading and facilitating
organization change.

OD’s ability to influcnce responsible progress will grow as it becomes more con-
cerned with effectiveness and more cmbedded in a broader range of organizations. As
0D demonstrates its ability to solve problems or help the organization Lo be morc agile
and responsive to opporinnities, it will become casier to suggest that leaders consider
the ccological and cultural implications of their innovations. The promise and pur-
pose of responsible progress cncourages suich a balanced view of success. Moreover,
OD practitioners could begin inlfuencing leaders 1o consider leveraging cultnral and
ecological resources to accelerate innovation and effcctivencss. OD practitioners can
help leaders make policy and implement actions that drive performance by leveraging
cultural diversity and recognizing how the ccology can improve the long-term health
of the organization, its people, and the planet.

OD Processes Will Be More Involved in Supporting Technological and Managerial
Innovation According to the responsible progress policy, innovation is the primary
driver of economic success. Innovation helps lo create new products, scrvices, and
the processes to manufacture and distribute them (technological innovation) and the
methods and activities necessary to govern and organize systems toward some goal
(managerial innovation). Although technological innovation gets most of the attcn-
tion in the rescarch and business press, Hamel has recently argued that mauagerial
innovation may bc more important.* He argues that organizations are still managed
and operated according to rules and principles laid down helore World War L  the
tnture of organization effectiveness hinges more on managerial innovation than tech-
nological mnovation, therc is a clear epportunity for OD. The “open innovation” mod-
els of Chesbrough and the “built to change” (B2C) principles [rom Lawler and Worley
(described in Chapter 21} represent two such scis of new management principles.*” Bui
there is much more that can be done. In the future, OD will be more involved in shap-
ing technological and managerial innovation according to the principles of responsible
progress.

There is little doubt about the pervasive inlluence of technological innovation
on organizations. Increases in the speed with which data and information can be
manipulated will drive the rate of new product and service development and the
organizational changes needed to support those developments. The extent to which
technology allows information to be sharcd within. and between organizations will
increasc the spced and complexity of innovation, coordination, and other decision-
making processes. The amount of information that can be stored and accessed areatly
enhances the potential quality of decisions and actions, and the sheer amount of infor-
mation thal research, practice, and experience gencrates threatens to overwhelm our
ability to make sense ol it.

In general, these trends will shorten product, organization, and industry life cycles.
Pressures to reduce the cycle time of innovation and the OD activities that support
them arc also likely to increase. OD practitioners must be mindful ol opportunities to
quicken the pace of innovation and to simultaneously remain aware ol the practices
and processes that cannot be hurried.

For example, innovation is likely to be more synchronons (anytime, anywhcre) as
well as more virtual and less face-to-face. In global organizations, innovation occurs
in a varicty of locations, cultures, and time zones. OD interventions that support
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innovation, such as team building, employee involvement, and knowledge manage-
ment, will have to he planned and implemented in ways that encourage contributions
from a variety ol stakecholders at times that are convenient or at times when creative
ideas emerge. Social networking technology, such as instant messaging, Facebook, and
Myspace, and knowledge management systems can enable organization members 1o
make these contributions at any time they are ready. In addition, groupware tcchnolo-
gies allow members to discuss issues in chat rooms and portals, in Web and video con-
terences, and in the more traditional telephone conference. IBM's CEQ Lou Gersiner
used these technologies to lead a vigorous discussion of corporate values, a process
they called Values Jam, that involved organization members from around the world,

Using these (cchnologies to exchange ideas, develop technologies, or discuss imple-
mentation will produce ditferent (ypes of group dynamics from those found in face-to-
face meetings. OD praciitioners will need to be comfortable with this technology and to
develop virtual lacilitation skills that recognize these dynamics. In many cases, a more
structured and assertive approach will be necessary to ensure that all members have an
opportunity to share their ideas. The effect of these technically mediated exchanges on
work satisfaction, productivity, and quality is not yet known. In addition, processes of
visioning, diagnosis, data feedback, and action planning will have 1o be reengineered to
leverage new information technologies.

In addition, innovalion processes will be adapicd to cnsure that members have more
information at their fingertips. For cxample, organization intranets provide members

. with an information chantel that is richer, more efficient, inorc interactive, and more

dynamic than such traditional channels as newslctters and memos. Thus, intranets can
provide a limcly method to coliect data on emerging technologics, (0 monitor prog-
ress on a development project or organization change, and o involve members in key
decisions.

These samc technologies can also support increased innovation speed by process-
ing a widc variety of inputs in as little as a few hours. In coming years, technological
advances in groupware and Web conferencing will increasingly be used to bring more
people togeiher faster than ever belore. In short, there is real potential to reduce dra-
malically the time required to perform many OD practices.

Despite the enablecment of increased innovation speed, there are physical, psycho-
logical, cultural, and ecological limits to reductions in the innovation and change cycle.
It is not realistic to expect new product development and other forms of innovation to
be instantaneous.* For cxample, managers olten want product development to occur
more rapidly or managerial innovations to be implemented more quickly. Announcing
a technological breakthrough, drug formulation, or new method of operating is one
thing, but its implementation often takes longer than expected becausc of cultural val-
ues, ecological concerns, or other unforeseen obstacles. A new organization chart or a
new vision and values statement hung on members” office walls often gives the iltu-
sion that change has occurred, but the working relationships, process improvements,
and other aspects of tully implementing new technologics or organizations olten take
longer than expected. Similarly, most organization members are not capable of drop-
ping a wcll-known and understood set of behaviors onc day and picking up a new
set of behaviors the next with the same level of efficiency. Members can Jace a steep
learning curve when they are asked to change their routines, and thus there are likely
minimums with respect to the speed of change in individual behavior.

The impac! that technical and managerial innovation can have on an organiza-
tion’s cffectiveness is immense. They are key drivers in economic and social progress.
Without the invisible hand of responsible progress to guide OD practitioners and the
organizations they serve, however, they also contain the possibility of great harm to
cultures and the ccology. To tulfill the promise of responsible progress, innovation must
not only support economic success, but must do so in ways that do not standardize or
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homogenize world cultures. Innovation must also unlold in ways that do not harm the
ecology. OD practitioners can help organizations increcase their innovative activity and
raise the questions of diversity and ccology as the process unlolds.

OD Will Become More Concerned with Preserving Cultural Diversity As organiva-
tions and the economy become more global, it is clear that the recent growth of OD
practice in international and cross-cultural situations will continue. This 18 a necessary
but not sufficient step toward responsible progress.

Responsible progress assumes that the practice of OD is capable of working effectively
across cultures. However, we know rclatively little about planned change processes
in cross-cultural seitings. Traditionally, OD has been practiced in organizations within
specitic cultures: British-trained OT practitioners helped British organizations in Great
Britain; Mexican OD practitioners helped Talin American organizations; and so on.
But the current trends clearly point (o the need for OD applications that work across
cultures. Team-building interventions need to be modified to help a tearmn composed ol
Amcricans, Indians, Chincse, Koreans, and French Canadians who have never met face-
to-face but are charged with developing a new praduct in a short period of (ime. The
merger-and-acquisition process needs to be adapied to help a Japanese and a U.S. [irm
implement a new organization structure that honors both cultures. Because the number
of organizations operating in multiple countries is growing rapidly, opportunities for OD
in these situations seem endless: interorganizational and network relationships between
subsidiarics, operating units, and headquarters organizations; team building across cul-
tural boundaries; working out global logistic and supply-chain processes; implementing
diversity-centric values in ethnocentric cultures; designing strategic planning cxercises
at multiple levels. Moreover, OD is likely to find incrcased opportunities in GSCO
organizations that arc often part of an international network. Alliance development
processes and networls structure interventions adapted for cross-cultural contexts have
ycl 1o be developed and will have important applications in the futnme.

Howevcer, working across cultures or with multiple culturcs is not the same as pur-
suing progress and innovation while preserving or even leveraging cultural diversity.
Organizations today and in the future will operate in multiple countries, governments,
and cultures. A single-minded pursuit ol tinanctal success can-—consciously or uncor-
sciously—undermine local cultures in service of greater efficiency, increased speed, or
higber market shares. Developing and implementing business models and organization
designs thal operate globally but support local cultures will require significant managerial
innovation. This is the promise and challenge of responsible progress. On the other hand,
responsible progress does not suggest that preserving cultural diversity is an end in itsell.
1t OD truly belicves in diversity, then diversity must be a strategy that fuels innovation
and economic progress. Biological diversity has always been the source of adaptation in
nature, and the seeds of orpanizational responsiveness and successtul change arc in the
innovative possibilities that exist when multiple viewpoints, values, and beliefs are heard
and nurtured over time.

OD Will Focus More on Ecological Sustainability OD will become increasingly con-
cerned with ccological sustainability, This will be (rue no matter the siatus of responsible
progress. Limits to the world’'s ecosystem, incduding its capacity to absorb population
growth, function with a depleted ozone layer, and operate with polluted waters, pro-
vide serious challenges 1o the traditional business modcl. New concepts, frameworks,
and philosophies, including the Coalition [or Environmentally Responsible Tconomics
(CERES) principles, 1SO 14000, The Natural Step, and natural capitalism, represent
opportunitics 1o make ecological sustainability a more deliberate and intentional value
of OD. The natural capitalism model, for examplc, suggests that business strategies
built around the productive use of natural resources can solve environmental problems
at a profit.* Most sustainability models go beyond ecological concerns to promote a
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multidimensional view called the friple boitomt line. In linc with responsible progress,
the triple bottom line proposes that organization change and globalization should be
guided by the economig, social, and ecological values that arc added or destroyed. These
three values provide a [ramework for measuring and reporting corporate pertormance.
These values also guide how organizations go about minimizing harm or maximizing
benefits through their decisions and actions to achieve innovation and elfectiveness.
This involves being clear about the company’s purposc and taking into consideration
the needs of all stakcholders—sharcholders, customers, employees, business partners,
governments, the ecology, local communities, and the public.

OD interventions to promote ecobogical sustainability are just being developed. The
Natural Step, for example, proposes a sct ol guidelines [or development and a pro-
cess of change that aligns with an OD perspective.™ Il begins with a simple premise:
Current economic models that arc based on the assumption of growth cannot reconcile
the increasing demand for and decreasing supply of finite and [undamental natural
resources. The sooner this incompatibility is recognized and addressed, the larger the
number of available and socially acceptable solutions. The Natural Step ulilizes four
“system conditions” to guide an organization’s strategic decisions: (1) Substances [rom
within the carth must not systematically incrcase in the ecosphere, (2} substances
produced by society must not systematically increase in the ccosphere, (3) the physi-
cal ability of nature to renew itself must not be diminished, and (4) the basic human
nceds of all people need to be met with fairness and elliciency. Implementing these
guidelines starts with building organizational awarcness and knowledge of sustainabil-
ity concepls and conducting a baseline assessment. Then a vision and strategic plan arc
created and necessary changes are supporled one at a time.

Ecological sustainability interventions represent important and growing influences
on global organivatlions. More and more organizations on the path to globalizing their
business or rationalizing their existing worldwide strategy are including sustainability
as onc of their values. IKEA, Interface, and Motorela, ammong others, provide positive
examples of alternative business models in practice. For example, Interface, a manu-
lacturer of carpel products, has pionceréd the idea ol “leasing” its carpets. Under ity
“Evergreen Lease,” they accept responsibility for keeping the carpet clean and fresh in
exchange lor a monthly fee. By installing carpet tiles instead of large rolls, and because
only a small fraction of carpeting actually gets used, they can replace the tiles and save
approximately 80% ol the cosi of carpeting materials. The model adds service revenues
o the core business model and increases margins to its product line while radically
reducing the organization’s ecological footprint.

I the short run, ecological sustainability is likely to be a constraint on economic
success and innovation. Most organization leaders and members hold assumptions
aboul management and innovation that do not account lor the ecology in decision
making. Responsible progress challenges these beliefs and the largely uncontested
value of growth. As demonstrated by models of natural capitalism, the trick will be to
see sustainability not as a cost or constraint, but as an ingredient and opportunity. OD
practitioners in the future will become well versed in helping organization members
see this possibility and fostering innovation that honors the ecology.

SUMMARY

In this concluding chapter, we described three trends within OD and four trends
driving change in OD’s context. OD’s [uture is likely 1o be the result of the intervac-
tions among the traditional, pragmatic, and scholarly trends as well as how the global
economy cvolves, technology devclops, workforces cngage, and organizations struciure
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(hemnselves. To be relevant, OD practitioners and the field as a whole must act together
1o influence the future they prefer or adjust to the upcoming future. Moving OD
toward rigor and relevance requires more than simple extensions ol existing theory
and practicc. OD's ability to contribute 10 an organization’s success, Lo shape globaliza-
tion, or unite the trends within OD will depend on its ability to generate new and more
powcrful interventions that draw on new models and it egrated values in pursuit of
resporsible progress. Our hope is that this text will be able to inform and cquip ihe
reader with the skills, knowledge, and valuc awarcness necessary 10 shape the [uturc.
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