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The Diagnostic Process

LEARNING OB} ECTIVES

Upon completing this chapter, you will be able to:
system parameters and recogni roblems, and causes of organizational ineffectiveness.

the symptoms, p
ation from client sySIems.

1. ldentify
2, Recogmze the ¥

3. Describe the major diagnostic m

arious techniques for sathering inform
odels and techniques psed in OD programs
4, Apply 4 systematic diagnosis o cq.n,_._,__:_..,\_m:._c::_ situations.

PREMEETING PREPARATION

1. Read Chapter 5.
2. Prepare for 0D Skills Simulation 5.1.
3. Read and analyze Case: The Old Family Bank.

Prior to class, form teams of six and select roles. Complete Step 1.

DIAGNOSING PROBLEM AREAS

To be successful in the twenty-first century, organizations must hi
However, many organizations move along a well-worn path, and problems are often concealed or hidden.

The identification of problems and areas for improvement is an important element in developing & high-performance
organization. In @ time i..LEEE_.W._,EL..EEEﬁ.;..._u.m, many companies are finding that they must learn o MAnAge
more effegtively. Ou.mm.:._.aﬁmc:u_ prablem solving means that every member of an orgamzation participales in develop:
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Jingnosis
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the total system. Itis appropriate 1o listen 10 the client’s definition of and ideas about
then apenly ask permission o verify these ideas with properly conducted research. Diagnosis 18 4 process th
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tiveness and ensuring continuous improvement.
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The Process

Diagnosis 15 4 cyclical process that involves data gatherin interpretations. and ident fication of
problem areas and possible action programs. 48 ystrated in Figure 5.2. The first step is the pre-
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.a;m performance Gap

One method in the diagnostic process is to determine {he performance gap—ihe difference B
ween what the Orge nization could do by virue of its apportumly in its environment andl what
actually does. This |eads to an appro Lch that may be fermed zap analysis.” Tn this method. datt
are collected on the actual stals of the :.«.,:..Q.L.:..: an i varying set af dimensions and alsoont

idleal or desired stale. {hat is, “where (he organization should be.” As seent il Figure 3.3 the dis

crepancy between the nctwal stite and the ideal forms @ pasis For diagnosis and the design ol

terventions. The gap ay be the v sult of ineflechive performance by intert al units OF

Jsi 0C

ey innovatons

_ A performance 4P may

ernerge because of competitive changes oV ¥
1 to adapt w changes ity external environment.

en the organ

| diggnosis does

ot simply provide information aboul {le system

g possible proble”
18

Competent o ranizalion:

s also helpful in designing and introducing action aliernatives for correct

« the need for chanze and (he benefits of possible changes in the client syst=

Tmportant problems are very often hidden or ohscure, whereas the more ConSPICHOuS and obv

1
Tentalive Problam
Areas ldentified

.

2 3 P
Collect Analyze -
Data — ljze |, Foedback

Yag

Problem

Ves k

Diagnosis.
Vark an Probiem
Causes. Rasult

w

| Rasuls
Moniiored

|

| FIGURE 5.2 The Diagnostic Process

|

| problems may be relatively unimportant. In such

T.E./.. st e i ; situations. dealing with the obvious may not be a
3 y anage change: this underscores the importance of i ;
fuesuedi4 g : : partance of the diagnosic stage
i ap may contite for some time belore it1s i i
e : e helore it 15 recognized, In 2 EANTRNIF o1
b recognized. On the other hand. the awaren sz of a performance g i F s
within the organization that are most in need of change. Wh s

ent for altering the struct

ap may unfreeze the functions
se. ¥ this happens. conditions are res-
wization by introducing OD interventions.

3 analysis uses (ue t ai int
o . 3 ses -stionnaires to gathe rmation |
wr key areas. Initially the strengths of the organi —

& B*

jon are detérm 2d el an
j \ lete ved. Then an assc
nade as Lo what car be done 10 ke advantage of the strengths. Jusl
i E =

cewise determined, The self-osse
. to alleviate the weaknesses |

e reaknesses. The
anization’s strengths and weanknesses often

i re and function of the orga
A self-assessment v g g

ment 1§
nuths are deter-
ssment conchudes
pracess of identi fying the
leads o recognition of performance ...

mined, the arganization’s weaknesses are |
th an analysis of what is to e doy

gaps and Lo

F v

Desired
Performance

0
s Pertormance
Gap

i
GURE 5.3 The Performance Gap




140 Fart £ * UNdeislaliliils Uik 3000 1 s

oD Application: The Performance Gap at eBay*

eBay has become the marketplace of the world and, in the
process, it has become the world's largest recycling center. Its
business of auctions and sales of merchandise exists salely on
the Internet. Its business formula is to provide a wo dwide mar-
ket and collect a tax on transactions as they occur. Although
eBay's sales are anly a fraction of Wal-Mart's, eBay has na stores
and warehouses. It does not take physical or legal possession of
merchandise, s0 there is no inventory. eBay's revenue comes
from listing fees and advertising. It also earns reverue from PayPal,
the banking system it runs for its customers and other Internet-
based merchants.

From the beginning, when eBay was founded in 1995, its
business maodel was to bring together under one ” roof” an array
of goods that would attract buyers. To that end, eBay has be-
come the world's largest online marketplace that averages
around 81 million visitors a month with approximately $60 mil-
lion annual sales of merchandise. This success has almaost
worked too well, "eBay's abundance [of merchandise] was one
of its attractions, ” said CEQ John Donahoe, a former Bain & Co.
consultant. “But if you type in ‘BlackBerry’ and you get 23,000
search results, it’s not that helpful.”

The company already callected data aboul transactions so
that by understanding the data, it could decide where to spend
money, where employees are needed, and which projects are
working and failing. But it did not know what custamers were
doing before they clicked the “Place Bicd” or “Buy It Now" cons.
5o that eBay could provide a better snopping experience for its
buyers, it needed to urravel all the mouse clicks to discover ex-
actly what customers were doing. “If you start with the lowest
level of detail, you can answer any question about the business,”
says chief information officer Matt Carey. He calls it & " culture of
analytics” and says, “I want to liminate feelings and get down
to true math.” To get this data, his team developed a new search
engine so that browsing and sales are enhanced. Every mouse

dlick is tracked to discover what leads shoppers 10 bid or buy.
Beginning around 2006, eBay and other Internet auction
sites naticed a disturbing trend. As Internet commerce matured,

change programs. OD Application:
a performance gap at eBay and how it used dat

and solve it

people were less willing to spend days monitaring their hids 10
try and get a good deal. Furthermare, they frequently found that
at the last moment someone else had come in and topped the
highest bid with no chance of a counter bid. The practice of
placing a bid at the last mement, called “sniping,” had becorme
moare common because of automated software programs ike
"Bidnapper” and “Powersnipe.” With Google and other search
engines, buyers could find quickly almost anything and at the
\owest price. The prospect of saving a few bucks by waiting days
on auction results with no assurance of getting the item was
mitigated by the convenience of buying things quickly at a set
price.

The data that eBay tracked showed that its traditional
strateqy of online auctions had become obsolete. Fixed-priced
<ales were accounting for about half of all transactions. Auction
ales made up less than a third of sales compared to 75 percent
two years prior. Confronted with a significant decline in revenue
and based on an analysis of the data, eBay decided to change its
strateqgy by moving to fixed-price items. But instead of going up
against Amazon, eBay decided |o concentrate on making it eas-
ier for customers to find things like collectables, overstocked
items, and last year's models

“The business has continued to fall short of our expecta-
tions and customers’ expectations,” said CEQ Donahoe. "That's
not acceptable. The eBay you knew is not the eBay of today or
the eBay of the future.” In & critique of eBay's mistakes, he said,
e were the biggest and the best. And when you're the
higgest and the best, there's a strong tendency to try to preserve
that. eBay has a storied past. But frankly, it's a past we've held
onto too much.”

Questions
1. What was the performance gap at eBay?
2. What are some advantages and disadvantages of gather-
ing large quantities of data?
3. Visit the eBay Web site at www.ebay.com/ to further your
understanding of its business madel

THE DATA-COLLECTION PROCESS

Mw The process of collecting data is an important and signific
. stage, the practitioner and the client attempt to determi
@ After the practitioner has intervened and has beg

quiring data and information about the client system,”

This task begins with the
practitioner is. in effect, guthering data
meets with the client, observe
is a8 fundamental s data collection. The practitione
ing with an action program. The probability that an OD progr

if it is based upon accurate and in-depth knowledge of the client system.

Information quality is a critics
tive culture and finding new ways [0 meel cUstomer need
formation is gathered and processed, Org; nization development is a data-based change a

a

The Performance Gap at eBay includes information about
1 collection and diagnosis to identify the problem

ant step in an OD pragram. During this
ne the specific problem requiring solution,
1 developing a relationship, the next step is ac-

jal meeting and continues throughout the 0D program. The
nd deciding which data are relevant whenever he or she
5, or asks questions. Of all the basic OD techniques, perhaps none
¢ must be certain of the facts before proceed-
am will be successful is increased

cal factor in any successful organization. Developing an innovi-
Is are sirongly influenced by the way -

The data collec : ;
s h s :M:nr.wa are used by the members who provide the data and often lead to insichts |
& T v o ] Z 2 i sights

rn.:u_.\(, 5 &:m M“___dm imnw.n:n:nﬂ? The L»E.nc:nn:oz process itself involves an :zn.,.:..rézg_“:”
..._,. L :,_ﬂw_: m_ _o_udw. o_._.:#ov processing information. For our purposes, the word am_w. s_:..nr
5 . 1e Latin verb dare, :_n,:._m:m. “to give,” i R Ay

e , S 5 | ¥ €, 15 MOSL appropriate : .
tured, unformed facts. It is an aggregation of all signs “ Aty applied to unsro

2 _s1enals. o s
sumption - signals, clues, facts, statistics, opinions, as-

and speculati Alidine 3 "
irrelevant. The icww ___M”.H_M:,”m _F.:“._Q:m items that are accurate and inaceurate, relevant and
- ation is derived from the Lati infi A Sy
o ! in verb informare, meaning “to sive for
and is used here to mean data that have form and structure, A il

tor.

to e. A common problem in organiza-

5 15 that they are data-ric informati :
}: .DG Wau,qma._w; rich but information-poor: lots of data, but little or no information
; : i : ation.
- __._o_ﬁmﬂm_“. _n.”_ 82_._.__5.5_,. stematic and explicit investigation of the client system has
gher probability of success because a careful data-collection phase initiat _Lm i
5 iles 0

zation's problem-solvi _ . i A rgini-
problem-solving process and provides a foundation for the following stages. Th .mwm_ﬁ.
o stages. sec-

tion discusses the steps involved in the data-collection process

The Definition of Objectives

The first and HOLS ; i
st :_HcM_ oufu,._u step in data collection is defining the objectives of the chang pro
BT ar understanding of these broad goals i i st i
i SE U S 1s necessary to determi al infi fios ik
relevant. Unless sl s Y rmine what informa
- U _M__r.} the purpose of data collection is clearly defined, it becomes .._, Tcult _ :cﬂ p
hods and s ar - : * 1 : ult o selec
e ._,._ - ﬁb.u.z& ds. The OD _nEn._:o:nn must first obtain enough information to g__o,w. “r m.r_
nc_:___.:m,:w m__:e,z“._f and then decide what further information is required to <n__:.w. the :,:__,_ -
SUE 5 'y v - ¥ e
coriibogtt 3 p ¥, some preliminary data gathering is needed simply to clarify the P E_._:
,::.,, efore further large-scale data collection is undertake: ¥ the problem
15 18 usually ace is : Gt D e e
an ideal ,.._w.z.;m._.zoﬂ H_“r._w““ ﬂ:vm_wmp_ .ww investigating possible problem areas and ideas about what
- : AL ight be like in a session of interviews with k ot
tioni. These g o ews with key members of the ore :
oo conversations enable the organization and the practitioner to understand (] b
wa.m_n, as opposed to the way members would like them to be stnc theway
ost practiti 5 : . :
- 133?? mm_:m__n_.y n:__c:.»_u_x.m :,.w. importance of collecting data as a significant step in the
ot .E.:nq_w,m.mm _.:w ata gat _nqrzm _J.Ssn_o..,. the basis for the organization to begin looking at its
ca:nn:.c: o:rs e __.._m upon os..: does things and how this affects performance Anno:.m as:_;
gins a process of self-examination or assess L o
: i : ; k assessment by members : jinilL. i
in the organization, leading to improved problem-solving capabil :._ow rs and work teams
- = « h

The Selection of Key Factors

The second step in data ¢ s 2 o

(such as H:HMMM:cwwm”mﬁw%“_”ﬂoh. o R._ms__u .Q the central variables involved in the situation
158 iz tngt o itich 323o_:__._.:..EF.,.::_..u. and isolated management). The practitioner
for a systematic diagnosis of ,,_ _”n n _H:ncdm_z and what additional information is necessary
St g Mcoow eitcs Ar_mrn;“nﬁ sy uai 5 _::EnEm, The traditional approach was to select
been to gauge the cqrnn_:imﬁ.me_,m w_.mww_.ﬂu “na_ﬁm_.ﬁmm_:_e supervisors. More recently, the trend has
ing f A,wca that determine the n_.:Em ,:.:_ <u_cmh oﬁﬂ“:”mﬂ.ﬁwhwmuwamnn_. issues include select-
ing ?_m..__m”ﬂ_ﬂmJ.”“whwq_m..__:mh:,uw.n :”..:sm 5 no:..w._gﬁ..,_En amount of “hard” data internally, includ-
ployee, and so forth _.».._Enr mﬁmv, _c:#?m.ﬁ B:F_E. _mm_m_m naq, square foot, sales or profit per em-
compared with no_:_u,n:__cz, . nw x“a___vn»:_ as indicatars of problems. This internal data can be
It is necessary to increase _,_._ m\m w: industry averages. The practitioner may find, however. that
the depth and scope of the aM__:..s..”..m:Eﬁ zwﬁ% of data beyond what is readily ayailable. Increasing
el T dints s ot g.; is _,. E:,zma in ﬂum_:w UA The practitioner may wish o gain E_w
with the quality of the tran _»_d.m:y_,oam of En Em.m_:EEa:u_ system, particularly .__Emram;::u
G ..,_. Q.Ez_,_ or .qn_._::..am?ﬁm between individuals or groups. Th E_ﬁ:_”

& 2 may examine the following dimensions:

What is the degree of depende i
: degree of dependence between operating teams, departments, or units?

What is the qus 1 L .
5 uantity and quality of the exc Finti

J £ :xchange ; 3 Al
tween units? ange of information and communication be-

What is the deg hi - _—
e gree to which the vision, mission, and the goals of the org CA—
shared and understood by members? ganization are

What s fiioa)
5_.“_.: are the :n.,.::.! .;.::..n_mw_ and motivations of organization members?
hat are the effects of the distribution of power and status within the &.;MSB_H_
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and should be investigated.

ata-Gathering Method .y
a4 method of gathering data. There are many di C.C
s ..__ME sources. There is no one best way L
, F,_:u of the problem. Whatever _::.E_a
thus allowing guantitative of qualita-
ntify certain char-

The Selection of 2 D

in data collection is selecting 3. ¢
[ferent methods of tapping
4 method depends on the nat

systematic mannet.
a systemabic mar ; 1
: ask in this step 15 to ide

at of the OD program objectives and
Some major data-collect

The third step *
iypes ol data and many di !
sather data—the selection of a meth
_« adopted, da should be acquired :_.. e
tive comparison between elements of the 5y o ..ﬂ A
< thal may be measured to help in the e_ choon Al
: appropriate method to gather the req

i

aclerisic
then to select an
methods follow.
data most needed by the practitioner are _.J._.,.“vw__g_z:”“
. enins, Very often, however, there are _u_.rm.(.,::,., g
o used in identifying prob
amples of gecondary

SECONDARY SOURCES OF U..P._._? ..E.w o
available when the dat sathering E.:rn.,w. u
of oreanizational data a dy generated r:. i
2 These data may be termed secont ;ﬂ.. e
ude accounting data productivity data, g m.r ﬁ“,
s, (UIMOVEr. and absentee rates. HEats

=5 that can be
other purposes that can be
ata or measures. Ex FecoRiAl
data, and performance Sc.rm_:_.
Holdines Corporation upgraded itS

lemn areas.
sources incl
such as employee thel

software and data-mining capability to sift through customer-purchase information, Sears now
understands that it needs to focus on customers with incomes of $50,000 to $100,000 and higher.
This is a more upscale group than Sears customarily targets. The data helped a team develop a
new marketing campaign that focuses on this new group of customers.”

There certainly some limitations associated with the use of secondary data. Although
available, the secondary data may not be in a usable format, For example, lateness and absentee
figures may not provide information by department. An additional problem involves the interpre-
tation of the data: What are the causes underlying a given absentee rate or number of grievance

reports?

EMPLOYEE SURVEYS AND QUESTIONNAIRES Employee surveys or questionnaires (for our
purposes here, the twa words will be used interchangeably) are used to provide important infor-
mation on past, present. and future improvement efforts. Questionnaires, the mo
used methad to gather information,” have two important functions:

frequently

L. Questionnaires serve as information/improvement tools. They can help identify opportu
ties for improvement and help evaluate the impact of changes being implemented

2. Questionnaires arc an effective communication tool, They fac
impraovements between managers and employees.

ite dialogue on potent

Questionnaires are used (o gather a large number of quantitative responses and lend them-

selves to quantitative analy
501 as

- Al one extreme, the questionnaire may be administered by a per-
12 questions of a respondent in person and who is identified by name. At the other
extreme. the guestionnaire may be administered via a computer and submitted anonymously. The
questionnaire is particularly useful for studies of the aititudes. values, and beliefs of respondents,
On the other hand, questionnaire data tend to be impersonal, anonymous, and often lack feeling
and richness

There are many problems involved in designing and administe ing an effective question-
naire. Validity is often a problem: Does the questionnaire measure what it is intended to measure?
The accuracy of the information obtained is another problem: Did the persan answer it realisti-
ally or just to make a good impression? Or did the respondent feel comfortable 1o tell the inter-
viewer his or her true feelings? These problems can be deall with by means of statistical
techniques that measure the reliability of the questionnaire responses. There are also problems of
no response. I the response to a questionnaire is voluntary and anonymous, those who choose to
respond may have strong feelings, either positive or negative. about the content of the question-
naire, but they may represent only a small percentage of the total sample.

The use of the questionnaire method depends upon the depth of information desired and
the purpose of the information. In some organizations, guestionnaire follows questionnaire, but
without any effective change. This often leads to a athy and indifference in answering any sub-
=fore, it is usually beneficial to inform the respondents beforehand
about the purpose of the questionnaire, how the information will be used. and how feedback of
the results will be made available to them. The OD practitioner has an obligation to the client to
ensure confidentiality of data and feedback of data to everyone who ps icipatek.

Questionnaires seem to achieve better information in terms of quantity and validity if the
aire shows that the researchers are familiar with key issues in the organization. Such
event-based questionnaires. making it clear that the researchers are acquainted with important
aspects of the organization. are more likely to reveal information about the organization than
vague, theory-based questionnaires.

OTHER TYPES OF INSTRUMENTS Another technigue for collecting data on work groups
called the sociometric approach. This method, developed by Jacob Moreno, is a means of ob-
tining quantitative data about the network of interrelati mships within groups, usually on certain
gven dimensions.” Sociometric analysis provides a means of analyzing data about the choices or
Preferences within a group, The sociometric instrument asks specific questions, such as “With
whom do you prefer to work?” “With whom do you communicate

With technical problems?” Such data enahle the inves
of

"“Who helps you the most
igator Lo diagram the structure and patterns
Hhgroup interaction, The results are usually presented in what is called a sociogram, illustrated
n Figure 5.5, The sociogram is a type of picture graph that documents commun
Within a team or ¢

n patterns
up. The highly chosen individuals are called stars; those with few or no
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FIGURE 5.5 Example of a Sociogram

choices are called isolates. Certain individuals will choose one another: this is r:s.i: as mutual
choice. When an individual chooses another bul is not chosen in return, this designates o one-
way choice. When three or more persons within a larger group select one ”..:o::u_. {mutual
choices). this is termed a clique. The existence of subgroups may indicate lack of group cohes
and coordination. _ . . )
The saciogram represents each member of the group by a circle, with _.,s.c_nn.» n_o.»._u:__&w;
by arrows indicating the direction of choice. The number & choices may be written i1 the nE.Lr“
under the person’s name or code letter. Sociomeiric ﬁnr:ﬁ_..a"w ave useful _ﬂnm_..w_u they ﬁ_d.sar
insights into the informal structure, give some indications of group cohesiveness, and aid in

pointing oul possible operating problems. o . ) .

Other data-collecting methods include the use of indirect questions or :.::.mccﬁ stimuli
(o gain information. An example of this would he the themiatic a.Eue__.nn_Ec:.ﬂoﬁ q._ﬂ ¥ ,___,_aﬁ_. 0
measure the intensity of achievement, powet. and affiliation motivation profiles of organization
members.” Some researchers have reporied on the use ol collages and drawings made by organi-
Zation members as 2 means of inferring the arganization’s climate. o

DIRECT OBSERVATION Another important source of data for the OD practitioner is direct obser-
vation of member behaviors and interactions, The practitioner observes how people go &#.H task
performance and how they act or react in response to specific situations. The norms =._:_, M_E.:._»_c_,_
expressed by members are also an important source of data ,_,_Mm :ww.ﬁui.aq _.ccr.z for :_rs:m_uﬂ_n_.._:
or discordant behaviors: situations in which the observed actions differ [rom what was previ-
pusly described or what is expected- . "
The practitioner may use a diagram (such as a Eé,cm.::z__ to chint the 8:5..::.3:::
process i team meetings. identilying, for example. communications _._cfz and patierns, ?__E_.%
practitioners recommend that the observer be as inconspicuous as w:.ﬁ__u_m. mso:,.ﬁ_ not use i
stopwatch (or other equipment), and should not take nofes while observing, If Emr.:—m_::_? is
unavoidable, the ohserver should leave the area before doing so. Some phservers use _._:__:wn. c?.
servation: that is, while seemingly observing one section. they may actually be observing another

section across the room. ) )

It is often valuable to visit work sites. field locations, or assembly-line operations 1o com-
pare observed with reported behavior. This is obviously am. “.h..n..._,.:..q value if the c_u_,ﬂa_.,,ﬁ_.. ; .,: E.w
sonably clear idea of what to look for. Observation varies from h ::__, systematic. u._:w._ :_.r”
observations (o nonsystematic. random observations. The more systematic .zﬁ planning, record-
ing and nbserving. the areater the likelihood that observation will yield reliable and useful data.
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INTERVIEWS [nierviewing is one of the most widely used data-gathering techniques in OD pro-
grams. Interviews are more direct, personal, and flexible than questionnaires and are very well
suited for studies of interaction and behavior. Two advantages, in particular, set interviewing
apart from other technigues. First, interviews are flexible and can be used in many different situ-
ations, For example. they can be used to determing motives, values, and attitudes. Second, inter-
viewing is the only technique that provides two-way communication. This permits the
interviewer to learn more about the problems, challenges, and limitations of the organization. In-
terviewing usually beging with the initial intervention and is best administered in a w‘vm_nmrnﬂ,.mn
manner by a trained interviewer. Data-gathering interviews usually last at least one hour; the pur-
pose is 1o get the nterviewees o talk freely aboul things that are important to them and to share
these perceptions in an honest and straightforward manner. It is frequently the case that people
really want to talk about F..E:wm that they feel are important. If the OD practitioner asks appropri-
ate questions, interviewing can yield important results.

The advantage of the interview method is that it provides data that are virtally unobiain-
able :u_.c:n: other methods. Subjective data, such as norms, .,_m.._manm,..u.zn values, which are
largely inaccessible through observation, may be readily inferred from effective interviews, The
disadvantages of the interview are the wmount of time involved, the training and skill required of

ﬁ,_._ﬂg‘ the biases and resistances of the respondent, and the difficalty of ensuring com-
parability of data across respondents. )
e interview itsell may take on several different formats. It can be directed or nondi-
rected, in a directed interview, certain kinds of data are desired. and therefore, specific ques-
tions are asked, The questions are usually formulated in advance to ensure uniformity of
responses. The questions themselves may be open ended or closed, Open-ended guestions al-
low the respondent to be free and unconstrained in answering, such as “How would you de-
scribe the work atmosphere of this orgamzation?” The responses may be very enlightening, but
mity also be difficult to record and quantily. Closed questions, which can be answered by u yes.
no, or some other brief response, are easily recorded and are readily quantifiable but may not re-
veal eritical data.

L1 o nondirected interview, the interview’s direction is chosen by the respondent, with lit-
lle guidance or direction by the interviewer. If questions are used in a nondirected interview.

open-ended questions Wil be more appropriate than closed guestions, A nondirected interview

could begin with the interviewer saying, “Tell me about your job here.” This could be followed
by “You seem to be excited about your work.™ The data from such an interview can be very de-
tailed and significant but difficult to analyze because the interview is unstructured, An example
of data-collection memons, meluding interviewing, is OD Application: Data Collection and
Diagnosis at MeDonald’s. It also includes information on diagno

used to change McDonald's restaurant business,

and how the diagnosis was

0D Application: Data Collecticn and Diagnosis at McDonald's'’

ostic Process

the later part of 2002, top managers of McDonalds Cor-

MecDonald's already had in place an information netwaork
became aware that they had a preblem based on their that funneled real-time sales data to corporate headguarters
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earnings and profitability figures. Through a series of meetings
where they made an assessment of where they were, they de-
ed that McDonalds had 1o deliver & better expenence for its
tomers. But just specifically, what was the problem and how
1o solwe it remained a challenge. CEQ Jlames Skinner said, "We
had last our focus, We had taken our eyes off our fries, if you
" Continuing, he said, “To focus on our customers, we have
0 have a robusl consumer-insight process.”

“onsequently, around 2003, McDonald's adopted a sys-
termn ol mining data that turned out to be something like mining
feld. MeDanald's had always checked in with customers, but the
tata ware largely anecdotal. And there was a lack of consistency
between reviewers doing customer interviews: a passing grade
from two different reviewers did not mean the same thing in
terms of quality of food and service

Bul sales data didn't say anything about the customer's opinion
of the food or service. Declining sales figures indicated that
there was a problem, but it left a lot to be desired in terms of
discovering the underlying problems: Stale buns? Rubbery-
tasting meat? Dirty tables? Long service lines? A promation for
a toy at the competition across the street? A 99¢ special at
Burger King?

MecDonald's started sending mystery-diners 1o restaurants—
but not just to ding franchisees with a failing grade. They collected
data in a manner that would be more useful to the individual
store. The mystery-diners graded such things as speed of service,
food temperature, cleanhiness, and whether the counter crew
smilled. Six-month and year-to-date averages for each store were
made available on a McDonald's internal Web site, along with re-
gional averages for other stores, Operators could find out where

frontinued)
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they had a consistent problem, maybe cold buns, and ignore a
one-time probler h as a dirty counter,

Simultancously, McDonalds conducted in-depth inter-
views with repeat customers. What i1 discovered was that many
customers ate at McDenald's because they had no better alter-
native: The interviews found that people didn't like things like
the Big Mac sauce, the seasoning in the beef patties, limp and
microwaved buns, and long lines al drive-up windows. In shart,
they found maore people disliking the brand than liking . The
data indicated that the solution was in delivering a better experi-
ence for the customers rather than more restaurants. CEQ Skin-
nier said that they “were more willy-nilly before. The attitude was
we'll make it and they'll buy it We didn’t spend enough tirme lis-
lening o our custornears.”

MeDaonald now has food studios in all its major geo-
graphic segments: Gak Brook, llinois, Hong Kong, and Pares, The
strategy to take on Starbucks by selling quality coffee and at a
cheaper price is paying off. Coffee stations with Starbucks-style

baristas separate from the main counter are being installed. The
expanded menu into cotfees and smoothies at beverage stations
serves dual purposes of selling more beverages and attracting
custamers al nonpeak times. This builds on the strategy
launched in 2003 to increase 1raffic at existing siores rather than
GpEning more stores.

Data mining gives managemeant at McDonald's, from the
CEO to the local store, the information it needs to better serve

custormers in very specific ways, The data serve as the base for

implementing a long-range strategy of changing McDanald's,

Questions

1. Research McDonald's and evaluate its strategy of separate
beverage stations.
In lieu of in-depth interviews, what are some other meth-
ods McDonald's could have used 1o gather data? What are
some advaniages and disadvantages of McDonald's
method and your suggestions?

5

THE IMPLEMENTATION OF DATA COLLECTION

Data collection begins with a decision about from whom to obtain data and how many respon-
dents there should be. The use of interviews may limit the number of respondents, whereas the
use of a questionnaire may increase the number. Data should be collected from several levels ani

departments in the arganization. but different questions may be needed for each of them.

Once an appropriate technigue has been selected, the act
must be accomplished. This includes the operational aspects ol designing, printing. distribui-
ing. and collecting the data-collection instrument. Outside data-collection agents are typically
more effective than internal personnel. The use of outside data-collection agents is recom-
mended because it apparenily makes respondents feel more secure and trusting that cand
swers will not be used against them, There are companies that develop data-collection
nd make them available commercially. The disadvantage is that such
instruments may be too generalized and not focused enough for a specific organization to gel

instruments, lest them

reliable and useful data,

Once again, confidentiality of data is a critical issue. A small pilot study or beta test of the
data-collection instrument is also a zood idea. This should include a practice analysis before the

large-scale data collection begins to ensure that every possible problem is cotrected.

The Analysis of Data

cially true with large-scale questionnaires or interviews, because the large amount of data makes

processing a difficult task, The analysis may include compa
the organization. Managemeni levels can also be compared. To make comparisons, however, 1015

echnigues lor analyzing dala vary from relatively straightforward. simple methods to highly
sophisticated statistical technigues, Several importani questions must be considered before o
data-collecting method is selected: How are the data 1o be analyzed? Are they 1o he analyzed s
tistically. and if 5o, what type of analysis is to be used? Will the data be processed by hand or by
computer? Will they be coded., and if so. how? These questions musl e taken into account prior
to data collection so that the data can be used to draw inferences and conclusions. This is espe-

necessary to properly code the guestionnaires or inferviews.

Evaluating the Effectiveness of Data Collection

A systematic data-collection program has 1o establish some eriteria for how well the data meel
the abjectives in terms of quantity and quality. Obviously. the sample has o be large enough 10
ults. The aceuracy of the data. that is. the degree to which the data de-

enable generalization of

viate From the trath, is also an important factor,

I data-collection program

an-

ons of dilferent divisions withit
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A number of criteria may be used to compare data-collection technigques. There is neces-
sarily o trade-off between data quantity and accuracy, on the one hand, and collection cost and
time spent collecting, on the other. Naturally. the practitioner wants to obtain the best available
data that can be generated within the given cost and time constraints. The following criteria lay
out seme guidelines:

|

THE VALIDITY OF THE DATA Probably (he most imporiant question is: Are we measuring and
collecting data on the dimensions that we intend to measure? OD programs frequently have to
deal with difficult subjective parameters such as attitudes and values.

THE TIME TO COLLECT DATA How long will it take to gather the data using any given lech-
niguc? How much time is available? Experience suggests that data collection usually takes
loreeer than planned.

THE COST OF DATA COLLECTION How much do the data cost? A large-scale interviewing pro-
s costs a great deal of time and money, The practitioner and the client must determine how
muwh money can be spent in the data-gathering stage. They should also consider the problem of
diminishing returns: What is the minimum number ol interviews needed for a reliable measure?

THE ORGANIZATIONAL CULTURE AND NORMS The practitioner has fo decide what techniques
are hest suited to o given organization’s culture and will yield the most valid datg
(K

ven these
siraints, For example: Are people likely to be open and candid, or hidden and resistant? Does
the climate call for open confrontation and questions or a more indirect form of data gathering?

THE HAWTHORNE EFFECT IN DATA COLLECTING One of the most difficull factors o eliminate
is the so-called Hawthorne elfect—ihe effect the observer has on the subject. The very act of in-
vestigating and observing may influence the behavior of those being investigated.

One characteristic of successful change programs is that practitioners gather data about or-
ganizational problems before initiating a change effort. An elfective data-collection process en-
ables the change effort to focus on specific problems rather than rely upon a generalized
progrim, The data-collection stage provides managers and organization members with hard data
that can be compared with intuitive, subyective problem awareness.

DIAGNOSTIC MODELS

Diagnosis is based on an understanding of how an organization functions, OD practitioners use
diagnostic models to assess organizations, One method of diagnosis is the system approach dis-
cussed earlier in Chapter 2, Diagnostie models play a critical role in an organization develop-
ment program. The models are useful as they assist in providing a conceptual framework 1o
understand better the organization. its many components, and how well they function as a sys-
tem. This enables the practitioner to focus attention on identified problem areas instead of using
ashotgun approach. The trend now is 1o ask emplayees to rate the organization’s progress on coi-
Porate change. empowerment, and similar issues, Each of the various diagnostic models may be
sed 1o analyze the structure, culiure, and behavior of the organization. Several diagnostic mod-
nined briefly in this section,

Differentiation-and-Integration Model

tion sometimes referred to as the analytical model.
; ie importance of a sound analytical diagnosis as the basis for planned change in organ-
1zations. " The model was developed to study and understand mterdepartmental issues by con-
ducting a careful diagnosis of the organization’s problem ar Most organizalions are
Composed of departments or divisions; that is. the organization is made up of differentiated func-
UoRs or units that must be integrated into a unified effort if the organization is 1o be effective.

~ The model begins with a study of how much differentiation exists between the work units.
_._._m:_z differentiated units may have developed within an organization because of geographic
..__z_ung_o:_ competitive conditions in the marketplace, backgrounds of members, and so forth, In
#5tudy by the originators of the model. they found that members ol work units differed not only
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in the type of work they did but in their ways of thinking and _.6::<:_m._., There are vlvaously
differences in the types of tasks that are performed between work units; for example, the tasks of
the finance department and the advertising department dre very different. But more subtle are the
differences that may, or may not, exist in the ways these two depariments have of solving prob-
lems, thinking, and behaving. These are di fferences that exist not as a result of any policy man-
ual or organization chart. Furthermore, due to the culture and history of organizations, similar
units but in different organizations will have degrees of differentiation, For example. the degree
of differentiation of similar units at Microsoft will be different than at Google,

In conjunction with the analysis of the differentiation of the work units, the model also
culls for an analysis of the integration required between wark units. Various degrees ol cooper-
ation and collaboration are required between departments and divisions. Some units have little
or no need 1o work together, while other units need to he highly integrated. For example. an
analysis of one organization may show that marketing and engineering departments must be
closely integrated for successful operations. But finance and human resources departments can
function somewhat independently of one another and still be successful. Market and competi-
tive conditions will also influence the degree of integration required of work units within the
arganization.

When work units are highly differentiated because of the nature of their wark., it will be
casier to obtain integration between them if the members have similar ways of solving problems
and behaving. Conversely, it will be more difficult to achieve integration if the members have dif-
ferent and contradictory ways of solving problems and behaving. An even mare difficult chal-
lenge 1o achieve integration exists if units need o be highly differentiated in their tasks, th
ways of solving problems. and behaving, but yet they must be closely integrated. For example, in
a software development company, a section is responsible for human interface elements, and an-
other section is responsible for writing the computer program. The section working on the hu-
man interface elements (the look and feel) of the soltware is responsible for the wording and
appearance of menus, the design of icons, and the flow of the program to accommaodale the way
4 user of the software thinks. The people in this area may be speciali in cognitive reasoning
and linguistics but they know little about the programming required. Likewise, the programming
analysts are experts in developing computer code in languages such as Java, Delphi, and C+,
but they have little expertise in humin interface requirements. These two units are differentiated
substantially in the nature of their work and their ways of solving problems and thinking. Even
their language will be different. Yet the two units need to be well-integrated for them to develop
an effective software program.

The tasks of the work units within an organization can be examined in respect Lo four char-
acteristics of the organization’s environment: (1) the degree of departinental structure. (2} ihe
tie orientation of members, (3) the interpersonal orientation of members toward ol hers, and (4)
organization members’ orientation toward goals, One example of how this model can be used is
shown in Table 5.1, which presents the survey results of four departments in a hypothetical com-
pany. The data show that the finance and research depariments are fairly wide apart in how their
members view time, orientation toward others, and goals. Despite these differences, the two de-
partments must work together. The differentiation-and-integration mode! may make it possible
for the two departments (o understand why they have differences and to develop ways to work
better wgether. The data on these four characteristics provide a basis for structural or cultural
changes in the department.

TABLE 5.1 Example of Survey Results Using the Differentiation-and-integration Model

Degree of Members’ Members' Members'
Organization Departmental Orientation Orientation Orientation
Units Structure Toward Time Toward Others Toward Goals
Finance Department High Short Contralling Investiment
Research Department Low Long Parmissive Science
Marketing Department Medium Shart Permissive Market
Production Departrment High Short Directive Product
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The Sociotechnical-Systems Model

:ﬁ. uan_cﬁ.n_.inu_.mqm_oﬂw model, developed from the work of Eric Trist and others
H:E_,.._cn._,. Institute of Human Relations in Great Britain, analyzes the c_., .5..3% i H._dn
ciotechnical system interacting with its external environment.' Accordine _ﬂ. 1_1“.._..... H.ﬂ,.,._.._s_ nﬂ i
_anmm_am.. every arganization comprises a social system consisting of the :nmnc._s; ow ::M s
_.m_szo.sz_:um and m..mq_so_ommo:_ System cc ing of the :s_f.”.un___,._m:mm and tools u. qﬂmao:uﬁ
complish the organiza s purpose, These two systems—the social @.ﬁw.:_ and the .GM.» :w .
cal system—are interrelated and interdependent because they function together to = ﬂ_m,p.
work. Furthermore. the internal system is an open system and is part of a larger o:MMM”Hw:_M“

suprasystem. {See Chapter 2 and Figure 2.4 for ; . i
24 A fora mo Tdise . 5 .
system.) re detailed discussion of the sociotechnical

. _Drz.m_qzom_—w etermines _Moﬁ the social, technical. and suprasystem interrelate, with empha-
sis on the feedback or luck of feedback between the various subsystems. The model is one of an
Iy 2 ¥ 1 1708 e P +hi . . :
apen system that optimizes the relationship between the social and technical parts of the organi
: ani-

x::_o__.>mE_mf.:ﬁ_n_=m=._..£m_n_,
- . mw..__—uav:nian::a_o.. _, ,.v .
use the lechnology. EY but 8ls0 describes how peaple will

The Force-Field Analysis Model @ N

The foree-field analysis w g
nodel, orig in, is ¢ i
ot sl was:w i . w“_u_:b"ap”_o”% Kurt Lewin, is a general-purpose diagnostic tech-
qt This s organizational behavior not as a static pattern but as ; ami
proselilie ks “huation ) Lasas pa 1t as o dynamic balance
£ in opposite directions. In any organizational situati {
4 : aniz il situation, there are forces th,
for change and forces that hinder ch: ” ; o
g hiinge. The lorces acting to keep the izati
o - Lo acting ! organization table are called
M,..m. ..mm._“ - g forces: they put pressure on the organization not to change. Opposite forces, ...,M.__nﬁ_
orces, put pressure on the organizati ; { i
v B 100 1o change. If the forces for chang
; : P : 1zatiy 2 ¢ and the forces
igainst change are equal, the resull is equilibrium and the oreanization remains ﬁmw._n as sl i
Figure 5.6. Lewin termed this state “quasi-stati ilibrinm* Thi ; o
ach: § state “quasi-stationary equilibrivm,” This technique assumes that at
i 3 arrat ;- 3 i
3 q_Mﬂ_ moment, an organization is in 4 state of equilibrium; put differently, it is balanced
. nﬂmn _“»;,.mm place when there is an imbalance between the two types of forces ,.an_ con
inues until the opposing forces are brou i ilibri _ i :
5 & ght back into equilibrium. The i
. ; ke Uppe . . : ; imbalance can be
.z.%:nn_. and _,_wmemn_;__m brought about. by increasing the strength of some of the »,Q,nmf by
wdding a new force, by decreasing the stren " som { | i
i sing strength of some of the forces, or by a combinati 3
o . ; : eng es, or by a combination of
_:w se :.m-_._“.x?. An example of how force-field analysis can be used may be helpful. The general
1 9 F c11 H 1 )
uger of a hospital, employing 300 workers and her immediate subordinates. iden ied __“_m

Rastraining
Forces D
Forces

Quasi-Stationary
Equilibrium

FISURE 5.6 Force-Field Analysis Model
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in the type of work they did but in their ways of thinking and behaving.'® There are obviously
differences in the types of tasks that are performed between work unit for example, the tasks of
the linance department and the advertising department are very different, But more subtle are the
differences that may, or may not, exist in the ways these two departments have of solving prob-
lems. thinking. and behaving. These are differences that exist not as a result of any policy man-
ual or organization chart. Furthermore. due to the culture and history of organizations. similar
units but in different organizations will have degrees of differentintion. For example. the degree
of differentiation of similar units at Microsoft will be different than at Google,

In conjunction with the analysis of the differentiation ol the work units. the mode] also
calls for an analysis of the integration required between work units. Various degrees of cooper-
ation and collaboration are required between departments and divisions. Some units have little
or no need to wark together, while other units need to be highly integrated. For example. an
analysis of one organization may show that marketing and engineering departments must be
closely integrated for successful operations. But finance and human resources departments can
function somewhat independently of one another and still be successful. Market and competi-
tive conditions will also influence the degree of integration required of work units within the
organization.

When work units are highly differentiated because of the nature of their wark, it will be
easier to ohiain integration between them if the members have similar ways of solving problems
and behaving. Conversely. it will be more difficult to achieve inte eration if the members have dif-
ferent and contradictory ways of solving problems and behaving, An even more difficult chal-
lenge to achieve integration exists if units need to be highly differentiated in their tasks. their
ways of solving problems, and behaving, but yet they must be clasely integrated. For example. in
4 software development company, a section is responsible for human interface elements. and an-
other section is responsible for wriling the compuler program. The section working on the hu-
man interface elements (the look and feel) of the soltware is responsible for the wording and
appearance ol menus, the design of icons. and the flow of the program to accommodale the way
1 user of the software thinks, The people in this area may be specialists in cognitive reasoning
and linguistics but they know little about the programming required. Likewise. the programnung
analysts are experts in developing computer code in Ianguages such as Java. Delphi, and C++,
but they have little expertise in human interface requirements. These two units are differentiated
substantially in the nature of their work and their ways of solving problems and thinking. Even
their language will be different. Yet the two units need to be well-integrated for them to develop
an elfective software program,

The tasks of the work units within an organization can be examined in respeet to four char-
acteristics of the organization’s environment: (1) the degree of departmental structure, (2) the
time orientation of members, (3) the interpersonal orientation of members toward others, and (4)
organization members” orientation toward goals. One example of how this model can be used is
shown in Table 3.1, which presents the survey results of four departments in a hypothetical coim-
pany. The data show that the finanee and research departments are fairly wide apart in how their
members view time, orientation toward others, and goals. Despite these differences, the lwo de-
partments must work together. The differentiation-and-integration model may make it possible
for the two departments to understand why they have differences and to develop ways to work
better together, The data on these four characteristics provide a basis [or structural or cultural
changes in the department,

TABLE 5.1 Example of Survey Results Using the Differentiation-and-Integration Model

Degree of Members' Members’ Members’
Organization Departmental Orientation Orientation Orientation
Units Structure Toward Time Toward Others Toward Goals
Finance Department High Short Centroling Investment
Research Department Low Long Permissive Sclence
Marketing Departrment Medium Shaort Permissive Market
Praduction Department High Short Directive Product
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The Sociotechnical-Systems Model

,_f__m. sociotechnical-systems model, developed from the work of Eric Trist and others at th
,_,_mE_mEc.r Institute of Human Relations in Great Britain, analyzes the organization ,"._w as :
ciotechnical system interacting with its external environment.'* According to .._J:.\_“H and n_:.A n,ﬁm”
_mm_m,_ﬁm, every organization comprises a social system consisting of the network of inter _.,mozm_
relationships and a technological system consisting of the task, activities, and tools c»mﬂ,_n _,
complish the organization’s purpose. These two systems—the social &,u_n._: and .:m nn.nrzcn_uomnm“
sl system—are interrelated and interdependent because they function together to accom _Wz
work. Furthermore, the internal system is an open system and is part of .,_.u_m:,moq m:iE:SMEp_

m:_u__._,.wv&.r.:f (See Chapter 2 and Figure 2.4 for a more detailed discussion of the sociotechnical
Systemn.)

. Diagnosis determines how the social. lechnical, and suprasystem interrelate. with empha-
sis on the feedback or lack of feedback between the various subsystems. The model is one of an
open system that optimizes the relationship between the social and technical parts of the organi-

L=

zation. As an example, the model describes new technology but also dese ibes how
: g P a2y SC1 s h _u.wﬂﬁ_m will

The Force-Field Analysis Model @ W

H_MM. “c_mnﬂu._m._.__d A“M_M___“_MW H_h“.._ar..o,__m_:.ﬁma, s,w %Jﬁ _.n_z.w,._z.. is a general-purpose Emm:mﬁ:c tech-
. node ¢ zanizational behavior not as a static pattern but as a dynamic balance
ol forces working in opposite directions. In any organizational sitwation. there are forces that push
far c__n.:ma and forces that hinder change. The forces acting to keep the organization table E..o“ num_n 1
_ﬁf“n...m:....m forees; they put pressure on the organization not to change. Opposite forces nJ__n”_
.”__._i_:r. forees, put pressure on the organization to change., If the forces for change and Em mﬁwam.
against change are equal, the result is equilibrium and the organization remains stable. as shown m“
m_ME:.u 5.6, Lewin termed this state “quasi-stationary equilibrium.” This Ror:_z,cm mmm“:___.._mm thal at
any given MOment, an organization is in a state of equilibrium; put differently. it is balanced }
) ﬁ:mqmm takes place when there is an imbalance between the two types of [orces m:g. con-
tnues until the opposing forces are brought back into equilibrium. The imbalance can be
_.._.,:..__ng, and specifically brought about. by increasing the strengih of some of the qoqnm,ﬁ i)
ding a new force, by decreasing the strength of some of the ﬁmu_nm_,... or by a non_z_.w_.:_:.d ow...
these methods. An example of how force-field analysis can be used may be helpful .:_n.an:mE_
manager of a hospital, employing 300 workers and her immediate subordinates, _..n_n::_wnn_ the

Resfrainirg
Forces o ¢

Forces

Quasi-Stationary
Equilibrium

FIGURE 5.6 Force-Field Analysis Model
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FIGURE 5.7 Example of the Use of Force-Field Analysis

6 percent daily absentee rate as an area of concern. They nn.oqq:_anﬁ_, that a 3 vnﬁ...,_:.nw.wn:,ﬁnn
rate would be much more acceplable. In other words, they found a ,.umn.o mance gap. >—.§ going
over the survey results with the OD practitioner, it was ﬁ_ncmn_mn_. to use force-feld m_.davaa to mm:H
an improved diagnosis of this problem. In a brainstorming session. the work RE.: listed ‘,..,__ n.; _._:.
forces tending to restrain and increase absenieeism and assigned strengths 1o the forces. Figure 5.7
is a chart of what they produced. . n

The managers made the length of the arrows _u_.ou..u_;_cﬂzn to the strength of the forces,
They had a choice of several strategies to reduce the vﬁ.no_.am.:.nn. gap. They could _,_nn._ﬁmq.ﬁ __:”.
strength of the restraining forces, increase the strength of the driving _oz.unm,.cq i no_E_gzs:n_:__..,
both. Generally, if the forces that put pressure on people (such as m:.:. o.w losing their job) are in-
creased, the tension within the system will also increase, possibly bringing about stronger resist-
ance and unpredictable behavior. 11 15 often better to w:n__gzw forces that do ac_, put pressure on
people (for instance. a promotion policy that is more closely tied to an employee’s absentee rate),
to reduce restraining forces, or to add new driving forces.

WARNING SIGNS IN THE DIAGNOSIS PROCESS

The change strategy and OD intervention techniques follow _.33. the diagnosis. >a inappropriate
intervention can be very costly, Such programs can disrupt otn__a._::m. generale resistance or a<m_.
hostlity among employees, and create additional problems. Using the wrong change stritegies
will either fuil 1o produce the needed changes or fead to unnecessary r,__..__zmnz al the expense of the
client system. Ineffective change programs are usually the result of an _En.n:..(.:e gz_m:?.a

The diagnostic phase presents some special problems. Because L_mm_.__om»m is one of :.ﬁ most ::..
portant stages in the OD process. the practitioner should be aware of the following warning signals.

Confidentiality

The issue of confidentiality is a critical problem area in diagnosis, As .:w:?._ __.= Chapter 3, in Em
discussion of practitioner ethics, the relationship of the client and practitioner is based upan priv-
ileged communication between the two. This often includes __=._.o___=m:o_._ that may be _S_m::,.___q
damaging. The practitioner is entrusted with private information about the client. In one case.

Chapter 5 » The D 2nostic

WO practitioners carried on a casual conversation in the elevator about sensitive material
veaied to them by the CEQ, only to learn later thay they had been overheard by an attorney who
was a elose personal friend of the CEQ.

There are many similar examples indicating that practitioners cannot be too careful about
how they handle confidential information. This goes back to the trust that the practitioner must
be able to develop with organization members.

Overdiagnosis

Sometimes a diagnosis goes on for so loag that it 1s impossible to adopt a corrective program.
The term “analy paralysis™ best describes this situation, ' The diagnosis itself may become o
fitnal of continual analysis. An executive at one company, for example, commenting on his com-
pany’s tendency to overdiagnose problems, said, “Everything has to be studied to death.” The ;-
agnosis may continue (o a point where so many problems are identified that the client is
overwhelmed by (he complexity of the siluation. While diagnosis is an important step, it can also
be a delaying factor and prevent change programs from even getting started. Tn most situations,
there are several problems that need correction, Butif managers are faced with oo many alterna-
tives, the most important ones 1y be obscured or overlooked.

The Crisis Diagnosis

The OD practitioner is often in danger of falling into the trap of attending only to the immediate,
short-term crises that the client sees as immediate and important, Energy is often wasted o fighting
symptoms or dealing with small crises s a way of avoiding the long-run change programs necessiry
to develop a more effective organization. Because of time PIESSUIES, a practitioner may go through
an organization in a few days and quickly diagnose the problems, This often results in dealing only
with the conspicuous problems. whereas more Important but less visible ones may be missed.

The Threatening and Overwhelming Diagnosis

An OD practitioner interacting with a client system and begimning to perceive possible problem
dreas may confront the client about them. There is i danger. however, that the practitioner may
come across so blunt or so strong that the relationship with the client s weakened. Clients some-
times find it difficult to face and aceept information about problem areas, The client may also be
inundated with more information than can be dealt with in a meaningful way. [f the dingnosis is
too threatening or overwhelming, the client may resist or reject the entire change program.

The Practitioner’s Favorite Diagnosis

Practitioners have a tendency 1o fall victim to their own biases and selective perceptions, This
hay result in imposing a special or favorite diagnosis regardless of the nature of the problem. As
anexample, some practitioners see al problems as caused by organizational structure regardless
of the actual circumstances, Other practitioners see every problem as arising from nterpersonal
behavior, The tendency o impose 4 favorite diagnosis on problems must always be kepl in mind.
Overreliance on a favorite technique may so distort the problem that it is impossible to find 4 so-
lution. Variables that do not fit in are disregarded. and g well-designed solution i formulated far
something that is not a problem.
As Lippitt, Watson, and Westley point out:

The diagnostic orientation of the change agent is in many ways a self-fulfilling pre-
diction. If he looks for difficulties ! communication, for instance, he will find them;
and it his help is directed toward Improving communication patterns, success w
demonstrate o the client system that a solution of communication problems neces-
sarily results in a more satis factory state of affairs, | - The orientation of the change
ageat is a primary factor in determining the “facts” which the client system will dis-
caver to be true about its own situations.'?

The Diagnosis of Symptoms

As noted earlier there is often a tendency to focus on the symptoms rather than on the unerly-
g problems. The OD practitioner may be unduly influenced, say, by the daia an hiak WAL o
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rates and, in consequence, identily turnover as the problem. However, the turnover rate may only
be a symptom of other problems, such as poor supervision, inadequate performance appraisal, or
lack of compensation. An article in a business publication reported that revenues at one company
fell by more than 40 percent over five years and that there were operating losses for 19 consecu-
tive quarters, Falling revenues are the problem in some sense. but they are really a symptom of
underlying problems. The problem was tracked Turther back to slowness in developing and deliv-
ering new products and consumer promoions 1o sIores, inconsistent marketing. and the wasting
of millions of dollars through inefficiency. Tracking back the problem even further disclosed a
culture of past CEOs lording it over employees. and fiefdoms so fractious that they seldom com-

municated at all.'®

10 shoit. the diagnostic phase 1s an important and critical step in the OIY process. The next
chapter will expand the discussion of the diagnasis process by dealing with the process of OD
practitioners identifying forces within individuals and organizations that cause resistance to
change programs. The chapter will then cover the development of strategies that will increase the

motivation to change,

ummary

« Diagnosis. Organizational diagnosis is one ol the most
eritsical and dilficult elements in the OD process: Diag-
nosis has this importance because it leads to problem-
solving action. A weal o inaccurate diagnosis prevents
the practitioner and the client from identifying underly-
ing forces and muliiple causalities that would enable
them Lo specify the nature of the problem.
Data Collection, Intervention and data gathering lake
place throughout an 0D program, Decisions about what
informiation to collect and how it should be collected are
difficult and important. No data-gathering method s
ight or wrong in itself: each method has iis limitations
a5 well as its strong points. The process of collecting 1
formation is an important step in an OD program be-
cause it provides a loundation for diagnosing problems
and selecting change stralegies & 1d techniques, What
must be delermined is whether a given method is most
appropriate for the specific objectives and climate of
each unique situation.
Problem Solving. In diagnosing an organization’s priab-
lems. the practitioner and the client ry (o specify the
problems. determine the underlying causes. and identify
the opportunities for change. The p pclitioner sorts out
factual from nonfactual information and searches for
multiple sources of the problem condition. The outcome
is an explicit and specific diagnosis upon which to base
change efforts,

Diagnosiic Process. Diagnosis is not a simple process,
because it encompasses both the client’s needs and the
system problems. The diagnostic process involves identi-
fying the problems and assess ing the readiness for change
in the client system. It requires an understanding of the
client's viewpoint. The practitioner must apply a system’s
approach by specifying the interrelationships of various
clements of the client system. This requires organizing the
available data or evidence into meaningful patterns.
Diagnostic Models. Several diagnostic models have been
deseribed, including the analytical model. the emergent-
group behavior model. the sociotechnical-systems model.
and the force-field analysis model. The practitioner uses
these models 1o facilitate the analysis of client system
problems. The important factors and models in the diag-
nostic process have been described. This stage provides
the foundation for subsequent OD interventions.
Implementation, The practitioner needs maximum par-
ticipation i the diagnostic process (rom members ol the
client system and needs to consider the impact of the di-
agnosis upon the relationship with the client. Since the
practitioner may confront the client with unpleasant
facts, the more objective the data and the more the analy-
sis includes both strenaths and weaknesses, the better
the resulting OD program will be. During the diagnostic
phase, the practitioner should be alert for danger signals
or red-flag conditions.

Review Questions

1. Deseribe the use of performance-gap analysis.
2. Compare and contrast the interview and survey methods of
data collection. maodel.
3. List some possible types of organization data that you
might find in your own organization or college thai could
be used in planning an OD program.

4. Explain the difference between symploms and causes.
5. Identify and give examples of the force-field analysis
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