Organizational Change and Devel opment Chapter 12

ORGANIZATIONAL CHANGE AND
DEVELOPMENT

| ntroduction

Change is a condant, athread woven into the fabric of our persond and professiond lives. Change
occurs within our world and beyond -- in nationa and internationd events, in the physical environment,
in the way organizations are structured and conduct thelr business, in politicd and socioeconomic
problems and solutions, and in societd norms and vaues. As the world becomes more complex and
increesingly interrdated, changes seemingly far away affect us. Thus, change may sometimes appear to
occur frequently and randomly. We are dowly becoming aware of how connected we are to one
another and to our world. Organizations must aso be cognizant of their holidic nature and of the ways
ther members affect one another. The incredible amount of change has forced individuds and
organizationsto see “the big picture’ and to be awvare of how events affect them and viceversa

Organizational devdopment (OD) is a fidd of study that addresses change and how it affects
organizations and the individuas within those organizations. Effective organizationa development can
assig organizations and individuas to cope with change. Strategies can be developed to introduce
planned change, such as team-building efforts, to improve organizationd functioning. While changeisa
“given,” there are a number of ways to ded with change -- some ussful, some not. Organizaiond
development asssts organizations in coping with the turbulent environment, both interndly and
externdly, frequently doing so by introducing planned change efforts.

Organizationa development is a rdatively new area of interest for business and the professons.
While the professond development of individuals has been accepted and fogtered by a number of
organizations for some time, there is gill ambiguity surrounding the term organizationd developmerntt.
The basic concept of both professond development and organizationd development is the same,
however, with an essentid difference in focus. Professond devdlopment atempts to improve an
individud’ s effectivenessin practice, while organizational development focuses on ways to improve an
organizetion's overdl productivity, human fulfillment, and responsveness to the environment
(Cummings & Huse, 1988). These gods are accomplished through a variety of interventions amed at
dedling with specific issues, aswdl asthrough ongoing processes.

This chapter provides an overview of both change and organizationd development. Educators,
induding those in the judiciary, mug be familiar with the dynamics of organizationd change, Snce dl
educationd activities, both a the individud and organizationd leve, ded with effecting change.
Organizationd development and change efforts go hand-in-hand; judicid educators who are interested
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in effecting change within their organizations must firg thoroughly understand the dynamics of change.
They mugt think in terms of the court system and the judicid education gpparatus as organizations for
which they may play arole as change agent. Within different parts of these sysems judicid educators
may play different rolesin the change process.

Organizationd development will dso be discussed in this chapter. One specific OD drategy,
team+-building, will be examined in some depth. This drategy, if indtitutiondized effectively, can reduce
the need for outsde consultants.

It is important to indude a chapter on organizationd change and development in this manud to
address issues within the larger frameworks that exist for mogt judicid educators. Change affects every
individua and every organization. Moreover, dl of the components of the program planning sequence
discussed in this manud are administered within the setting of an organization, a committee or board, or
some type of team. As more and more work gets accomplished through teams, it becomes increesingly
important to learn how to trandate organizationd concepts to the smdl group environment. The team
goproach is often being used to accomplish short-term projects, such as planning programs, conducting
a needs assessment, or deveoping anew curriculum. A team’s capacity to cregte ashared vison for the
task & hand and work together in the midgt of a turbulent environment underlies its ability to be
effective. Organizationd change and devdopment is a fitting summary chepter for this judicd
educator's manud snce it deds with both effecting change (underlying much of education) and
managing change.

Changein Organizations

Organizationd development efforts, whether facilitated by an outside expert or indtitutiondized
and conducted on an ongoing basis, bring aout planned change within organizations and teams.
However, they are but one type of change that occurs in organizaions, for change can be both planned
and unplanned and can occur in every dimenson of the universes A change in chief judice,
gopropriations, or saff support can dramaticaly dter the character of ajudicid education organization.
Indtitutiona dignment of the Sate bar, loca law schools, area colleges and universities, and judicia
professond associaions may yield Smilar impects.

Panned change takes conscious and diligent effort on the part of the educator or manager. Kanter
(1983) originated the concept of the change mader: a person or organization adept a the art of
anticipating the need for and of leading productive change. As away to reinforce the judicid educator’s
role in the change process, this term will be used to refer to educators and managers who are interested
in effecting change in their organizations or work teams.
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Change will not occur unless the need for changeis criticdl. Because individuals and organizetions
usudly resst change, they typicaly do not embrace change unless they must. One OD consultant
describes how “pain” drives change (Conner, 1990). Pain occurs when people pay the price for being in
adangerous Stuation or for missng akey opportunity. As such, change is needed to rdieve the pain.

According to this perspective, change will not occur just because “it's a good idea” It will only
occur when the pain of an individud or an organization is sufficiently high to judtify the difficulties of
assmilating change. Therefore, a change magter must focus on the absolute need of the organization to
change, rather than smply on the benefits of the anticipated change. Effective change maders
undergand this, and they then assg others in recognizing thet the organization has no choice but to
change. The organization cannot aford to maintain the status quo; change is Imply that critica. The
Ohio Judicid College's movement to full funding emerged from such a caharss. In other dates,
mandatory training saved the office of judice of the peace. Court adminidration emerged as an
independent vocation out of exigent crcumdances These examples of change in date judicid
education provide evidence that effective change masters have percaived a criticd need for change and
then helped to make that change happen.

Planning for Change

Before embarking on an organizationd change initiative, it iswise to carefully plan srategies and
anticipate potentia problems. One ussful method of planning comes from an early reseercher on
change, Kurt Lewin (1947), who developed the concept of forcefidd analyss. The term describes
andyssthat is deceptively smple and can be used to help plan and manage organizationd change.

Lewin believed that behavior within an organization was a result of the dynamic balance of two
oppasing forces. Change would only occur when the baance shifted between these forces. Driving
forces are those forces which positively affect and enhance the desired change. They may be persons,
trends, resources, or information. Opposing them are the redtraining forces which represent the
obgtadles to the desred change. As these two sets of forces exigt within an organization, they cregie a
certain equilibrium. That i, if the weights of the driving and restraining forces are rddively equd, then
the organization will remain gatic. As changes occur and affect the weight of ether one of the forces, a
new baance will occur, and the organization will return to what Lewin cdled “quas-dationary
equilibrium.” Individuas practicing their vocation in the context of a politicd organization may
intuitively employ these concepts in defining and redefining what change is possible. Judicid educators
operate in such a context.
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Wha is the usefulness of this pergpective? Force-fidd andyds assgts in planning in two mgor
ways. (a) as a way for individuds to scan their organizationd context, brainsorming and predicting
potentia changes in the environment; and (b) as atodl for implementing change. In the former, force-
fiedd andyss becomes a method of environmental scanning (which is useful in drategic planning),
whereby organizations kegp abreast of impending and potentid changes -- from societd trends and
potentid budget condraints to saff turnover and purchases of new office equipment. The more change
can be anticipated, the better individuas and organizations are prepared to ded with the resulting
effects. The second use of forcefidd andyss is amilar, offering a way to sysemdicdly examine the
potentid resources that can be brought to bear on organizationa change and the restraining forces thet
can be anticipated. This advance planning and andys's assstsin developing strategies to implement the
desred change.

An example may help illugrate this point. A judicid educator wishes to introduce a computer
classfor aparticular group of judges. In her role as a change madter, she identifies the driving forces as
follows (8) most judges are presently obtaining the necessary equipment, (b) software and databases are
avaladle tha are usar-friendly and appropriate, (¢) computers can help judges handle information
quickly and efficiently, and (d) the use of computers as information sources alows court personnd to
perform other functions. On the other hand, restraining forces may indude the following: () judges
have limited time for attending additiond courses; (b) they gppear to be intimidated by computers, o
they passvely ress usng them; and (c) they fed more comfortable utilizing human resources for their
judicid research rather than acomputer and databases.

Forcefidd andyss provides the necessary information for the judicda educator to plan most
effectively for change. If he or she is more aware of some of the potentia pitfals that can accompany
the planned change, steps can be taken in advance to overcome them. One Strategy for successfully
implementing change is to confront the potentid obstadles & the outsat. In order for the educator to be
proactive, however, the positive driving forces and the negative restraining forces must be ligted, so thet
a draegy for change can indude enhancing or adding to the postive forces, while decressng or
minimizing the negetive forces. In this process, skills such as codition building, networking, conflict
resolution, and the gppropriate utilization of power are necessary.
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TheProcessof Change

A method such as force-fidd andyds is the beginning step of any planned change. There are
many different modes for the change process in the literature; the following is asmple, sraightforward

one proposed by Egan (1988, p. 5). He ddineates three Seps

« Theassessment of the current scenario.
« Thecredion of apreferred scenario.
« Dedgning aplan that moves the system from the current to the preferred scenario.

It is evident Egan has been influenced by Lewin, in the emphess on both planning and
asesament. Additiondly, Egan argues thet planning must lead to an action that produces valued
outcomes or results for the organization. Thus, both planning and change must be directed toward a
gpedific god.

Once the need for change has been determined, one follows the steps of the modd in sequence.
While these seps could each be examined in detall, only step three will be discussed in an in-depth
manner here. The firgt Sep, “assessng the current scenario,” can be accomplished through a mechanism
such as force-fidd analyss. It provides the necessary information on the forces thet can facilitete the
desired change and the forces that will resst and deter the change. Step two, “credting a preferred
scenaio,” is often accomplished through team effort in brangorming and developing dternaive
futures. While the need that precipitates the change is dearly compdlling, there may be severd waysin
which the change could actudly occur within the organization. It is important to examine the various
dternatives thoroughly.

The third gep of the process “devisng a plan for moving from the current to the preferred
scenaio,” includes the drategies and plans that educators and managers must develop to overcome the
restraining forces in an organization. This is a palitica process, requiring individuas to harness and
utilize power. Power is necessary for change to occur. It is neither inherently good nor bad; it amply
assgs individuds in accomplishing their gods. In his recent book Magtering the Palitics of Planning,
Benvenide (1989) notes that even wel-thought-out plans for change can be deralled when the palitics
of implementation are not consdered. Change magters must gather support for the desired change
throughout the organization, using both forma and informa networks. The multiplier or “bandwagon”
effect, he notes, is often necessary to raly enough support for the change.
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Key Rolesin the Change Process

During this stage of planning, it is ussful to disinguish the different roles associated with the
change process. These roles mugt remain didtinctive in order to implement planned change effectively.
However, within different settings or sysems, a judicid educaior may play more than one role. The
variousrolesthat individuas can play, as described by Conner (1990), are:

Change Sphonsor: Individud or group who legitimizes the change.
Change Advocate: Individua or group who wants to achieve a change but
does not possess legitimizetion power.
Change Agent: Individua or group who is responsble for implement- ing
the change.
Change Target: Individud or group who mugt actudly change.

One of the mogt criticd tasks for the educator in implementing change is to harness the support of
an effective change sponsor. The ponsor is in a podtion to legitimize the change. Sponsorship is
critica to implementing the desired change. Directly or indirectly, pain can motivate the sponsor to
foder the planned change. Within the date judicia system, this sponsor may be the chief judice, the
head of the education committee, or the Sate court administrator. Conner (1990) argues that week
gponsors should be educated or replaced, even by someone a a lower leve in the organizetion, or, he
emphasizes, falure will be ineviteble.

Educators and managers are often in the position of change advocates who perceive the need for
change and desire and advocate the change, but who do not have the necessary organizetiond power to
implement the change. Alternatively, these individuas may function as the change agent, with the
responsihility (but again, not the power) to implement change. And, of course, in an organizationa
change effort, educators and managers may be part of the group affected by the change, or the change
target. It is useful to congder each of these roles in planning rategies not only for implementation, but

for gathering support for the change effort.
Strategies for Implementing Change

In order to move an OD effort from the idea Sage into implementation, educators and managers
must dso rdly the resources and support of the organization. Kanter (1983) describes how the following
three sets of “basc commodities’ or “power tools’ can be acquired by members of an organizaion to
gain power:
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- Information (data, technical knowledge, palitica inteligence, expertise).
+ Resources(funds, materids, gaff, time).

«  Support (endorsement, backing, gpprovd, legitimacy).

The firg drategy in implementing a change would be to collect as many of these power tools as
possble. As this occurs, individuds can “plant seeds of support” for the planned change. This is
particularly important in helping others see the critical need for the planned change. It may be possible
to plant these seeds before sponsorship of the change is sought o thet the sponsor feds he or sheis
proactively responding to acritica need.

Ancther drategy isto “packege’ the change in away that makes it less threstening and, therefore,
eeser to HI. For indance, it is eeser to implement change of a product or a project when it is (a)
conducted on atrid bads, (b) reversble, if it doexn't succeed; (€) done in amdl seps, (d) familiar and
conggtent with past experience; (€) afit with the organization’s current direction; or (f) built on the prior
commitments or projects of the organization (Kanter, 1983). This packaging should be completed prior
to submitting the OD effort to the designated change sponsor, dthough that person needsto beinvolved
in further assgting in the packaging and seling of the planned change.

Building coditions is a drategy thet often occurs throughout the entire phase of implementing the
change. Support must be gathered from dl areas which will be affected by the desired change, across
different leves of the organization. It is dways advisable to get the support of an immediate supervisor
early on, dthough this may not aways be possble. In such indances, other support could be gathered
across the organization to influence the supervisor to reconsder lending support to the change efforts.

Effective change magters use ther informa networks and ded with any concerns or questions of
supporters individudly rather than in forma mestings. “Pre-medtings’ can provide a sefer environment
for aring concarns about implementing change. In such sdtings, an individud may have the
opportunity to “trade’ some of the power tools that he or she has acquired in order to generate support.
Additiondly, some individuas will support a project or change effort for reasons that are fairly reactive:
“If so-and-s0 supportsit, then | will, too,” or “If suchrand-such ate is moving in that direction, then we
should, too.” Obvioudy, the more change magters know about how particular individuals may react, the
better able they are to plan for waysto garner support.
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Resistance to Change

With every mgor and minor change, resstance typicaly occurs. Every judicid educator has seen
this tendency, whether the change involves a certain spesker or a particular topic, a cusomary time of
year or time of day to meet, afavorite location for conferences or planning sessions, or agiven syle for
delivering a gpeech or organizing a paper. This resstance should be accepted as a “given,” o that the
educator can predict and plan for effectively deding with inevitable resstance. This section will address
some of the causes and types of resstance to change, particularly a the organizationd level.

Individual Resistance

Why does resstance to change occur? The primary reason isthat people fear change. They are not
usudly eager to forego the familiar, safe, routine ways of conducting their busnessin favor of unknown
and possbly unsafe territory. As humans, we tend to prefer routines and accumulae habits easly;
however, fear of change may be attributed to more than a tendency toward regularity. Change
represents the unknown. It could mean the possbility of falure, the rdinquishing or diminishing of
one' s span of control and authority, or the possibility of success creeting further change. It might be that
the planned change has little or no effect on the organization whatsoever. Any one of these possibilities
can cause doubt and thus fear, understandably causing resistance to the change efforts.

Additiondly, the trangtion between the present state and the changed State is difficult for both
individuas and organizations. On an individud leve, people must be reminded that every trangtion or
change effort beginswith an ending -- the end of the current sate. The first step toward change is going
through the process of ending. Endings must be accepted and managed before individuds can fully
embrace the change. Even if the impending change is desred, a sense of loss will occur. Because our
sense of df is defined by our roles, our responghilities, and our context, change forces us to redefine
oursalves and our world. This process is not easy. William Bridges does an excdlent job of discussing
the process of individud change in his book Trangtions (1980). In describing the process of ending,
Bridges presants the following four stages that individuals must pass through in order to move into the
trandtion state and effectively change:

« Disengagement. The individud must make a bresk with the “old" and with his or her current
definition of sdf.

- Digdentification. After making this breek, individuas should loosen their sense of sdif, so that
they recognize that they aren't who they were before,
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« Disenchantment. In this dage individuds further dear away the “old,” chdlenging
assumptions and creating a desper sense of redlity for themsdves. They perceive thet the old
way or old sate was just atemporary condition, not an immutable fact of life,

« Disorientation. In thisfina gate, individuas fed lost and confused. It's not a comfortable Sate,
but a necessary one o that they can then moveinto the trangtion state and to anew beginning.

In this process it is important to recognize how the change was initisted. While dl change is
dressful, it is esder to go through the process of ending and into the trangtion if the change was
interndly driven, rather then if it was initiated by an externa source. When we make changes in our
lives (eg., marriage, a new home, or new caresr), there is a greater sense of control over the change;
therefore, we fed more cgpable of coping with the unplessant aspects of trangtion. This is not
necessxily true when the change is driven or mandaied by an externd source (eg., new job
responghilities, unexpected changes in finances, or job rdocation). In externdly driven change, the
process of trangtion is more difficult, and there is more resstance as individuds refuse to begin the
ending process and make the initid bresk with the pagt. This dmog innate resgance to externdly
driven change makes a convincng argument for the change meder to fadlitae “ownership” of the
change efforts by both the change sponsor and the change target. In other words, we should assst others
in perceiving the change as desirable and interndly driven, rather than an externdly driven mandete that
isthrust upon them.

Organizational Resistance

With even this very brief discussion on the difficulties involved in individud change, it should be
gpparent that this phenomenon occurs a the organizationd leve as well. Organizations, regardless of
Sze, ae composad of individuds The extent to which individuas within the organization can

gopropriately manage change represents the overdl organizationd cgpacity for change.

However, there are other factors peculiar to the organizationd setting that can act as barriers to
implementing change. Theseinclude:

+ Inertia. One of the mogt powerful forces that can affect individuas and organizationsis inertia
The day-to-day demands of work diminish the urgency of implementing the change effort until
it dowly vanishes within the organization.

« Lack of Clear Communication. If information concerning the change is not communicated
clearly throughout the organization, individuds will have differing perceptions and expectations
of the change.
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« Low-Risk Environment. In an organization that does not promote change and tends to punish
migtakes, individuas develop aresstance to change, preferring indtead to continue in safe, low-
risk behaviors

. Lack of Qufficient Resources. If the organization does not have sufficient time, gaff, funds, or
other resources to fully implement the change, the change efforts will be sabotaged.

These factors, combined with others characteridtic to the specific organization, can undermine the
change effort and creste resstance. A wise change agent will spend the necessary time to anticipate and
plan for ways to manage resstance. Techniques such asforcefiedd andyss, discussed earlier, are ussful
toolsto assg in devel oping Strategies for overcoming organizationd resistance to change.

Organizational Development: A Neglected Need

Judica educators may be in the best postion to sense the need for organizationd change and
development efforts within ther committees, boards, or work teams. While they may not have the
organizaiona power to ensure that gppropriae efforts are implemented (the role of a change sponsor),
they can catanly “rase the constiousness’ of the organization and advocate that OD needs be
addressad. Hedlthy organizations are willing to commit time and energy toward improving baoth the
individua and the organization as a whole. A synergidic effect can be created when professond
development and organizationd development efforts are smultaneoudy put into place.

However, many organizations and teams unfortunately overlook the need for organizationd
development, often because of their unfamiliarity with the concept or their emphasis on professond
deveopment. While “professonds’ are generdly consdered to be independently-based practitioners,
the mgority of professonds function within an established organizationd setting. Judicid personnd are
no exception. While members of ajudicia office may make decisons in an independent fashion, they
are dill part of the larger syslem in which they work (eg., the date judtice sysem) and are rdated to the
organizetiond context in which they function (eg., Adminigrative Office of the Courts). Judges in
particular work in a highly independent fashion. Y, they too are part of an overarching sysem. The
sysgem itsdf must have the benfit of development aswdll astheindividud professondswho are apart
of the sygem. However, judicid educators may unwittingly neglect the needs of the organization or
system in favor of professond development done. Indeed, some observers have argued that thisis a
fundamenta part of conflict between statejudicid educators and State court adminisirators.
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With this focus on improving the practice of individua professonds, educators and managers
may overlook the equaly important needs of the organization to support its ingdtitutional mission as well
as individud vocationd growth. Individuas can improve only as much as ther organizations “dlow”
them to grow. Nowlen, among others, has discussed this chalenge in A New Approach to Continuing
Education for Business and the Professons (1988). He bdieves that the mogt effective professond
development is halidtic in nature, involving not only the practitioner, but the individud’ s organizetion as
well, 30 that new behavior and learning can be integrated into the work setting. Nothing is more
frudrating than continuing education that is sopped & the point of entry of the practitioner’s work
setting. udicid educators may often fed the limitations of working with professonds whose practice
Setting does not encourage their professona growth. Organizations, as well as individuds, must be
committed to the concept of lifdong learning and continual growth and development. Again, we see
this holidic perspective of not only individuds and organizations, but of the learning process itsdlf.
Learning is not a discrete process that occurs only through individud effort. Implementation of the
learning in practice depends upon a receptive work environment, as well as effective teaching and
interaction in the actud learning environment.

What is Organizational Development?
According to Middlemist and Hitt (1988, p. 493), organizetiond development is:

A sysemédtic means for planned change that involves the entire organization and is intended to
increase organizationd effectiveness.

Cummings and Huse (1988, p. 1) define OD in broader terms:

A sysem wide gpplication of behaviord science knowledge to the planned development and
reinforcement of organizationd draegies, dructure, and processes for improving an
organization’ seffectiveness.

Severd pats of the above definitions are particulaly worth emphaszing. The firg is that
organizetiona development is asystemetic activity, an ongoing process that can help organizations ded
with current and anticipated problems, putting leaders in a proactive, rather than reactive, dance. This
dance differs from the “putting-out-fires’ gpproach that so many groups and organizations have relied
upon higoricaly.

The second noteworthy item isthat OD involves planned change within an entire organizetion or
work team. This means that a proactive sance is aosolutely necessary for change to be effective;
otherwise, the planned change effort will lag too far behind the need that it is intended to address. For
example, judicid employees who have recently come under the jurisdiction of the State Court
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Adminigrator's Office may find difficulty in adjusting to new procedures, new channds of
communication and authority, and new roles. Concurrently, exising gaff within the Office will
experience their own difficulties in assmilating the new group, sharing information, and performing
roles that dso may have changed. Is it then time for a“team-building” sesson? While it's often “ better
late than never,” the red effort should have dready occurred before the organizationa changes were
enacted. Saff from dl aress idedly should have been brought together and the job restructuring
discussad, procedures and policies formulated, and team-building efforts begun. After changes have
taken place, it's often too late to begin organizationd development efforts. This fact makes planning
even more critica and highlights the advantage of inditutionaizing the concept of team+-building so thet
daff are empowered and able to cope with changesin the work team.

Thethird part of an OD definition to keep in mind isthe rationale for organizational development
-- to improve organizationd effectiveness. Organizations and work teams mug be effective and
efficdent, particularly in the current environment of limited resources. In thinking about effectiveness,
every organization and team would be wdl-advised to adopt a“qudity” mentdity regarding OD efforts.
Ongoing, inditutionaized OD drategies are akin to continuous quality improvement. Quaity concepts
originated in the manufacturing sector, but today, the qudity movement is being incorporated into
service organizations as well. While not as technicdly oriented, work teams providing services can
effectively determine quaity standards and work proactively as ateam to insure thet Sandards are met.
Concepts of qudity can be goplied in the educationd arena. For indance, the Nationd Association of
State Judicid Educators (NASIE) has recently developed a st of “Principles and Standards for Judicid
Education.” This endeavor sSgnifies commitment not only to qudlity, but aso to the professondization
of thefidd. Ensuring quality, like strengthening an organization’ s effectiveness, is an ongoing task.

Organizationa development can, of course, occur in groups or teams, as wel as within an entire
organization. Effective OD is ongoing and systlematic, strengthening both the individual and the group.
Many organizations today accomplish their tasks through a project management gpproach that brings
together teams for a short period of time. Members of the team may be brought from various parts of
the organization, representing different condtituencies and levels within the organization. These work
teams do not dways have a unified focus or vison of the task to be accomplished; therefore, they can
fater in their respongihilities because of conflicting perspectives, communication difficulties, or lack of
clear objectives. An ongoing system of organizationa development drategies is useful in this Stuation.
Team-building in particular is effective when incorporated and supported by the organization. This
concept will be discussed later in the chepter.
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A Modd for Organizational Development
Now that we have examined the mgor emphases associaed with organizationd development, a

broad picture of the actud process is needed. While there are varidions on any modd, Fgure 1
represents the magjor components of aplanned OD effort.

Fgurel

MODEL OF ORGANIZATIONAL DEVELOPMENT

Recognition of need for change
Diagnosisof caus(s)

Development of change dternatives
Implementation of change
Reinforcement of change

Evduation of change

Further change action taken, if required

Feedback

[Middlemist and Hitt (1988), p493]

The firg sep of the modd s critical. Often, educators and managers will recognize the need for
change before others who have decison-making power do. In such ingtances, these decisorn-makers, or
change sponsors, will need to be convinced of the need for change. Ongoing diagnoss and systemiic
examindion of the environment can provide a rationde for planned OD efforts. An environmenta
scanning program, srategic planning, employee or “customer” feedback survey, or Smilar methods can
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detect changes in the internd or externd environment that will have impact on the organization.
Organizations can dso examine the qudity of their products and/or processes to determine whether OD
efforts need to be directed toward specific areas within the organization or work team.

It is often advisable for an organizationd deveopment expert to assg in the implementation of
change efforts. For many organizations, this consultation is not dways an option due to limited
resources, the unavalability of consultants, or political reasons, anong others. Various draegies ae
avalable for use within organizations. Some can be usad in an ongoing fashion, while others are “one-
shot” efforts. Two mgor types of srategiesthat can be used ares

« Process Strategies. team-building, quality cirdes, sengtivity training,
survey feedback, career planning.

« Structural Strategies: job redesign, job enrichment, management by objectives, organizationa
restructuring, flextime options

The change draiegy chosen should relate gppropriaiely to the organizationa or team need.
Paliticd, technologicd, or legd factors may cause an organization to move in directions thet require OD
efforts. All too frequently, however, interpersond change efforts are chosen as the gppropriate Srategy.
For ingance, a smple problem such as the overuse of aparticular piece of office equipment may result
in disgruntled employees. This problem may be solved by purchasing more equipment or restructuring
the use of the equipment, rather than developing ateam-building program. Interpersona or even process
drategies cannot adequately equip an organization to ded with these types of externa pressures.

Team-Building as an Integral OD Strategy

Now that we are more familiar with organizationd change and development, we can look & one
OD drategy thet is being successfully employed in many organizations. Team-building is an OD
drategy thet is often used in organizations to make work groups more cohesve, committed, satisfied,
and productive. A variety of assessment tools and exercises are avallable for groups to diagnose ther
cgpacity as ateam and improve their team functioning. Attachment A ligts characteridtics of an effective
team, which can be used as a benchmak to evduae the levd of team functioning within an
organization or committee. Assessment is the fird gep in attempting to build an efective team.
However, team-building efforts are mogt effective when percelved as an integra concept within an
organization and not merdly as a sporadic intervention. These efforts then become part of the shared
vison of that organization, a priority to which leaders are committed.
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f inditutiondized by a work group, team-building shapes the way everyone within that group
thinks about his or her role in relaionship to others and to the organization. Undersandably, many
organizations, as well as many smdl work teams or committees, have difficulty orienting themsdlvesto
a team gpproach rather than an individud approach. Individud, rather than team, effort is treditiondly
recognized and gppreciated within organizations. Figure 2 lists severd suggestions that an organization
can implement to overcome this tendency toward individud effort and to encourage ateam culture. The
list has been adapted for judicid education organizations.

Fgure2

Rx FOR THE DEVELOPMENT OF A TEAM-PLAYER CULTURE

Public statements by leaders on the importance of team players-- not just the

State court adminidrators, judges, and other leaders serving as modes of team players.
Promoting people who are both technically competent andteam  players

Giving important assgnmentsto pogtive team players.

Incorporating team-player behaviorsin the performance gppraisa system.

Offering training workshops on the skills of effective team players.

Giving higher sdary increases to pogtive team players.

Deveoping incentive systems that reward team effort.

© O N o g A~ w DN P

Desgning flexible compensation programs that pay individuds for ther contributions
ateam gpproach.

8

[Adapted from Parker (1990), pp. 146-147.]

L eadersas Followers

In organizations, atention istypicaly directed toward leaders within the group through leadership
training, self-assessments, syle inventories, and the like. Mogt believe that sound leadership isthe key to
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an effective work team. There is no doulbt that the gbilities of the leader can affect the teeam asawhale,
but some of our traditiond notions of leadership include outdated modes of behavior or unredidic
expectations. Even if we have moved from thinking of leeders in the John Wayne Sereotype, we may
dill expect leaders to create an ingpiraiona work setting by producing vison statements that motivate
and unify the organization. Recently, however, some authors have discussed the concept of leedership
in different terms, moving the leeders even further from the grandstand and doser to the audience.

In arecent tak to educators and business leaders, Dr. Badi Fodter, Presdent of AEtna Indtitute for
Corporate Education, discussed how the mission of the organization must be connected to al members
of the team and how leaders are needed to develop this connection. Everyone needs to bdieve in
something bigger than just "making a buck™ a work; people need to fed that they are contributing to
"the big picture” Ther gifts or tdents brought to the work setting should be connected to an
organizationd vison 0o tha they fed an integrd part of the team. He prefers "vison" over "misson,”
bdieving that the firgt implies impelling people, while the second term connotes compelling employees
in their work environmernt.

How can organizations develop congruence between individud team members vison and a
larger organizationd vison? Leaders mudt firs encourage dl employees to cregte their own persona
vigon, motivating and ingpiring them in ther work setting. Secondly, leaders must discern these
persond visons, as wel as the paticular gifts that employees bring to work. Foster’s bdief is that
leaders can hdp “bring forth that which is dreedy theré’” within individuas. Leaders can work with
team members to help make the connection between their persond visons and goas and the vison of
the organization. In some ingtances, organizations may be restructured, job descriptions may be dtered,
or jobs may be redefined to provide the employee more responsbility. Empowering employees cregtes
an environment in which they can fed more connected and committed to the organizetion. If there is
clearly no congruence between team members and the organization, then something must change;
however, these changes will ultimately benefit both the individud and the organization.

Lee (1991) takesthisidea even further and argues that often the best leeders are the best followers:

[Leaderg) can create an environment in which followers can develop their own goals (in other
words, a culture of empowerment), as well as provide the training to develop competence. It
then becomes the leader’s task to sense where followers want to go, dign ther gods with the
larger gods of the organization, and invite them to follow. (p. 33)

In this conception of teams, the leader does nat set himsdf or hersdf gpart from the other members
of the group but is intimately connected to them, heping them to dign ther gods with the organization
and providing motivation through empowerment.
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FollowersasLeaders

What, then, isthe role of the follower within a committee or work teeam? Team members are not
merdly waiting for ingpiration and direction from leaders; rether, they are active participants in cregting
the vison and direction of ther organization. They have “ownership” in their work setting, are involved
in meking it effective, and fed a connection between themsaves and that vison. They spesk the truth,
teke responghility for themsalves, and have both persond integrity and organizationd loyalty. In short,
they behave in waystraditionaly considered behavior of “leaders”

Team members who drive for these characterigtics within a supportive organization will find thet
their persond stisfaction in the work environment increases. Many organizations are now embracing
the “sdf-directed work team” concept and truly dispersing leadership throughout the organization. In
smdl groups, this concept may dready be a redity. However, it takes some managers a condderable
amount of time to rethink their role in the group and move from “boss’ to “endbler” or “coach.” At the
same time, members of a team may not initidly fed comfortable taking on more responsbility and
accountability. New ideas and behaviors require some adjugting on everyon€e s part. But the result may
be worth the effort -- teams become more effective and productive, and team members experience
grester satifaction with ther work and fed more connected to the organization and other team
members

Team-Building Strategies

The literature on developing more cohesve teams is vad. However, in addition to the
organizationd drategies to encourage a team culture, there are some srategies that team leaders can use
to help build effective teams. Specific team+-building efforts vary depending upon anumber of varigbles,
including the nature of the team, its duration, the task a hand, and the organizationd culture. Team-
building efforts can range from T-groups to outdoor adventure weekends, from sdlf-assessments to
team assessments, and from one-hour team-building videotapes to multi-day workshops by OD
conaultants.

The generd drategies lised bdow rdae to the characteridics of an effective team, noted in
Attachment A. Therefore, they may serve as guiddines to leeders for achieving a high leve of team
functioning. According to Parker (1990, pp. 108-110), successful team-building dtrategies for team
leadersare:
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- Get to know the team.

« Definetheteam’s purpose.
« Claify roles

- Edablish norms

« Draw up agame plan.

« Encourage questions.
« Sharethelimdight.

+ Bepaticpatory.
« Cdébrate accomplishments.

+ Assessteam effectiveness
A Learning Organization

In consdering these pergpectives on the roles of the team leader and team members, it is helpful to
bring these idess together into a more comprehensive view of organizations. For instance, how can
teams work together in an integrated whole, rather than as a group of individuas? How can the
cgpacities of each member interact with the talents of other members to maximize the organizaion's
productivity?

Peter Senge's (1990) book The Fifth Discipline The Art and Practice of the Learning
Organization offers an ingpiring look a how organizations can focus on growth and renewa, overcome
threets from the externd environment, and devel op the capacities of individuas within the organization.
He argues that changes in our “mindset” are needed to truly develop a learning organization. In the
earlier discusson on change, we noted that changes in one area of the world affects others. Senge
recognizes this phenomenon and emphasizes the concept of systems thinking, which he calls the “fifth
discipline” This is a holigic way of viewing organizations, as wdl as individuds, and provides a
perspective ussful in planning and change efforts. Senge wrrites:

The tools and idess presented...are for destroying the illuson that the world is crested of
sepaae, unrdated forces. When we give up this illuson - we can then build “learning
organizetions” organizaions where people continudly expand their capacity to cregte the
results they truly desire, where new and expandve paterns of thinking are nurtured, where
collective aspiration is st free, and where people are continudly learning how to learn together.
(p-3)
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One of the disciplines that characterizes the learning organization is team learning. Senge
discusses how undigned teams produce a greet amount of wasted energy. While individuds within the
team may work diligently, the team effort islow. He writes:

By contrast, when a team becomes more digned, a commondity of direction emerges, ad
individuas energies harmonize. There is less wasted energy.... There is commondity of
purpose, a shared vison, and an undersanding of how to complement one ancthers' efforts...
Individuals do not sacrifice their persond interests to the larger team vison; rather the shared
vigon becomes an extension of their persond visons. (p. 235)

Agan, this congruence of persond and organizationd vison can only occur when visons have
been deve oped by both the organization and the individud. A shared vision isanecessity in thistype of
context. Neither the organization nor the individua can shirk respongihility in developing avison.

Senge notes three critical dimensons of the concept of team learning that have implications for
judicid educators, as well as other teams. Fird, he believes that teams need to tgp the minds of
individud members in order to think ingghtfully about complex issues Everyone must teke
responghility for contributing to the group. Secondly, there is a need for coordinated action, through
which team members can trust and expect certain behaviors from one another. He likens this to jazz
musicians playing together in gpontaneous, yet coordinated, action. And thirdly, team learning is
digoersad throughout an organization through the actions of team members. Each member of a team
will dso beamember of other teams; hisor her behavior can therefore encourage team learning in other
aessaswdl.

It is dear that these new ideas can radicdly change the way we look a teams. Changing our
perspective and our expectations of teams can transform organizations and the way that work gets
accomplished. Active participation is required of both team leeders and followers, as well as
commitment. Effective teams need a vison for the organization, but, additionaly, each member must
fed connected to it and percaive it as pat of his or her own persond vison. Through both
organizationd and individud dlarity of vison, organizations can expect commitment, diligence, and a
passon for work from its members. Individuas and organizations who can find a passon for work will
not only flourish and be productive, but will dso find an excitement in carrying out even the most
mundane functions in everyday work.
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Summary

This chapter has provided an introduction to organizationd change and development. Change is
cearly inevitable, and magtering change is, therefore, fundamentd to the success of any organization.
Organizations which can cope with change and harness its energy will be vitd and effective. Judicid
organizetions are no exception. In fact, the judiciary not only reflects many of the changes occurring in
our society today, but it is an inditution that aso creates and “enforces’ change. If the judiciary can
become even more effective in managing change, it can cregte a powerful impact on society asawhole.
The chdlengefor judicid educatorsisto continue their efforts, often accomplished behind the scenes, to
encourage thelr organizations to anticipate change, to understand the nature of change, and to manage
change.
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DEFINITIONS

Change Advocate: individud or group who does not possess legitimization power, but desires a
change.

Change Agent: individud or group respongble for implementing the change.

Change Mager: people and organizaions adept a the art of anticipating the need for and of leading
productive change; aterm coined by Rosabeth Moss Kanter.

Change Sponsor: individud or group who legitimizes the change.
ChangeTarget: individud or group who must actudly change.

Disengagement: a part of Bridges (1980, 1988) process of ending; here the individud must make a
bresk with the“old” and with his or her current definition of sdif.

Diddentification: a part of Bridges (1980, 1988) process of ending; after the individua makes the
initid bresk, individuds loosen their sense of sdif, S0 that they recognize thet they aren’t who they
werebefore.

Disenchantment: a part of Bridges (1980, 1988) process of ending; in this Sage, individuds further
clear away the“old,” chalenging assumptions and creste a degper sense of redlity for themsdves.

Disorientation: In this find stage of Bridges (1980, 1988) process of ending, individuas fed logt and
confused. It is a necessary date S0 that they can then move into the trangtion date and to a new

beginning.

Forcefidd Analysis a concept developed by Kurt Lewin, this andyss looks at two types of forces
within organizations that either support or oppose change. Change will only occur when thereisa
shift in balance between these two forces. Theforces arer

Driving Forces those forceswhich positively affect and enhance the desired change.
Redtraining Forces obgtaclesto the desired change.

Organizational Development: an overdl strategy which focuses on improving an organization’s overdl
effectiveness, often through the use of planned change efforts.

Process Strategies organizationd development dtrategies that focus on interpersond gpproaches to
change, such asteam-building, quaity circles, or sengtivity training.
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Structural Strategies organizationd development Strategies that focus on more structurd gpproachesto
change, such asjob redesign, job enrichment, or management by objectives.

Team+building: an organizationa development drategy used to make work groups more cohesive,
committed, satisfied and productive.
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