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CHAPTER 1
Traditional, Learning, and Developmental Organizations




A virtual certainty in any organization’s annual report is a statement of how important employees are to the ultimate success of the business. These organizations claim that their employees are their number one priority. They further assert that their efforts and resources are focused on employee satisfaction and development. In some situations, such statements are absolutely true. Unfortunately, these statements are often a mere collection of words designed to impress potential shareholders. On closer examination, organizational reality is considerably different from the words expressed in the annual report. Typically, employees are treated as disposable resources to be used and disposed of as the organization sees fit, like pawns in a great, competitive contest among the mighty lords of industry. Because of this approach, many of a firm’s best employees leave, seeking opportunities for growth, development, and appreciation in other organizations.


In many organizations there exists a disconnect between the perceived importance of employees and their treatment within the firm. When we go beyond the rhetoric of organizational ease and identify the way organizations go about developing their human resources, we discover a remarkable disparity. Let us illustrate. One of the world’s largest corporations recently made a conscious decision to adopt the principles and practices of the learning organization. As a result, it renamed its training and development department to the department of organizational learning and changed the name of its executive vice president of training and development to chief learning officer. Close examination of this business revealed that nothing else really changed. Its focus remained on providing classroom training activities. Little regard was given to how learning was ultimately used on the job or how learning could improve the organization’s performance capacity. Although the firm’s leaders claimed they understood the tenets of learning organizations, they failed to change the overall developmental strategy employed within the firm. In other words, the organization simply applied a new coat of paint to an existing problem, hoping the efforts would change future outcomes. At the same time, the organization boasted that employees were its greatest asset and that it could not achieve its mission without the efforts of its people. In reality, nothing could be further from the truth.


All too often, firms believe that employees are easily replaced. Consequently, they develop policies and procedures that demonstrate a revolving-door philosophy toward human resources (Gilley, Boughton, and Maycunich 1999, 1). Under these conditions, employees are often treated with a lack of dignity and respect because of management’s belief that people are disposable and that qualified replacements abound in the marketplace.




When an attitude of corporate indifference prevails, managers often refuse to mentor and develop their employees, tending to wash their hands of any responsibility for their employees’ performance. Consequently, as these workers fail to meet performance expectations, they are quickly dismissed. These behaviors degrade employee morale and productivity, severely limiting loyalty and commitment.




Organizations undeniably need qualified, talented employees to produce the products and services demanded by clients. These employees can come from two sources: from the open market and from within the organization.




Gilley (1998, 45–46) believes that:






The overriding need of organizations is clear: an optimal number of qualified, talented employees to produce the products and services demanded by clients. This need can be fulfilled one of two ways. First, organizations can acquire needed resources from the open market given an adequate supply of talented individuals. Second, organizations can grow and develop employees within the firm. Businesses that choose this approach understand that: the specialized knowledge and skills they need are not easily found on the open market; employee knowledge and skills can deteriorate quickly; worker morale can be negatively affected by lack of opportunity or challenges available within the organization; and new employees may need additional development to maximize their performance and productivity.




Regardless of which approach is used, employees thrive on constructive challenges that contribute to their continuous growth and development. Moreover, organizations more easily retain talented employees when they provide career development opportunities. Either strategy requires firms to use developmental activities to achieve competitiveness, productivity, and profitability requirements.





In other words, organizations need a strategic and systematic approach to employee growth and development, one that improves an organization’s competitive readiness and renewal capability.






EVOLVING TO THE DEVELOPMENTAL ORGANIZATION



What makes an organization successful? Theories and literature abound—leadership, coaching, efficiency, customer orientation, the list goes on and on. One of the most recent and widely accepted notions is that of the learning organization, characterized by a culture, pervasive throughout the firm, dedicated to improving workers, their productivity, and overall business performance via continuous lifelong learning.


But do the tenets of the learning organization represent the epitome of organizational development? We think not. Although learning is a prerequisite to development, it is not the desired outcome; simply increasing an organization’s reservoir of knowledge does not necessarily produce better business results. Taking learning to its highest form—to development— enables employees to reach their full potential, while organizations focus on outcomes that produce better business results. Thus, the final phase of organizational transformation is that of the developmental organization. This book examines a blueprint by which organizational leaders and human resources professionals can accelerate beyond the learning organization.






Comparing Traditional, Learning, and Developmental Organizations


There is an evolution that every organization can experience—the transformation from a traditional to a developmental organization. This evolution is voluntary; thus organizations have the freedom to remain in their current state of operation or make overt decisions that propel them to greater effectiveness and efficiency.




Three identifiable types of organizations exist along this evolutionary plane: the traditional organization, the learning organization, and the developmental organization (Figure 1.1). What separates one type from another is the importance of human resources in achieving strategic business goals and objectives, the organization’s capacity for renewal, and the firm’s desire to improve competitive readiness. As with every evolutionary process, it may be difficult to determine exactly where one is at any given period. Often, only when the evolutionary phase has been completed does one know for sure that he or she has passed through it.




Abundant evidence exists for traditional organizations. We believe that more than 80 percent of all organizations currently reside in this phase, producing satisfactory results and achieving sufficient business outcomes. However, their effectiveness could be greatly increased with a shift to a higher, more efficient plane, in which the organization’s ability to renew itself and maximize competitive readiness is greatly enhanced while employee importance increases substantially.




The next evolutionary level of organizations is the learning organization. Much has been written recently about the nature of the learning organization, particularly the importance of learning to the development and effectiveness of a business and its people. Learning organizations theoretically maintain a significantly higher capacity for organizational renewal and competitive readiness than do traditional firms because the former emphasize the importance of human resources and achieving desired business results. To effect this emphasis, learning organizations value continuous learning and change (see Chapter 8). However, because they fail to provide a mechanism for achieving renewal and competitive readiness, no vehicle exists to go from theory to practice.






FIGURE 1.1 Evolution of organizations


[image: image1]






The final phase of evolutionary movement is the developmental organization. In this book, we lay out a practical approach to transforming firms to developmental organizations. Beyond the learning organization lies the epitome of individual and organizational growth and performance. Learning itself does not guarantee employee or business growth and development. Developmental organizations extend themselves further along the evolutionary plane, engaging in activities that promote and reward long-term individual and organizational growth. Consequently, developmental organizations enjoy a heightened capacity for organizational renewal and improved competitive readiness.




One good way to distinguish between these evolutionary phases involves examining their characteristics and issues (Figure 1.2). To do so, we will examine each organization and its perspective of the following:






	capacity for organizational renewal


	importance of human resources


	assumptions regarding growth and development


	expectations of growth and development


	types of developmental activities


	focus of developmental activities


	outcomes of developmental activities


	organizational priorities


	types of leadership most common within the organization


	structure and work climate


	respective roles of leaders, managers, human resource professionals, and employees


	actions needed to maintain the current evolutionary phase or to propel the organization forward









TRADITIONAL ORGANIZATIONS



The most common type of organization is traditional. It can be found in every industry and nation in the world. Although traditional organizations occupy the first phase of evolution, we do not claim that all of these businesses fail to produce satisfactory results. On the contrary, most traditional organizations do generate sufficient revenue streams and profits to continue indefinitely.


Traditional organizations historically move rapidly through the organizational life cycle, with occasional exponential growth and corresponding profitability. Nevertheless, these firms typically fail to account for the dangers of organizational maturity and the subsequent decline that follows. This success often lulls organizational leaders into a false sense of security, preventing them from preparing for the inevitable. Traditional organizations focus on such priorities as increased market share, productivity, and the maintenance of hierarchical structure and leadership style.




FIGURE 1.2 Comparing Traditional, Learning, and Developmental Organizations
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Eroding market share, declining productivity, and falling profitability are warning signs of organizational maturity and decline. Warnings often go unheeded as organizations attempt to maintain the status quo so that they may continue to generate the revenue needed for survival. Most traditional organizations maintain their present approach to success because it has paid off in the past. If revenue growth, productivity, and profitability decline significantly enough, traditional organizations tend to take drastic measures to regain their equilibrium. These firms historically are short-term oriented, focusing on quarterly profits and losses rather than long-term strategic plans. Consequently, traditional organizations are unable to renew themselves, thus failing to extend the growth and development phase of the organizational life cycle.




Lack of competitive readiness is the principle reason why traditional organizations are unable to avoid periods of economic decline. Competitive readiness means the ability to adjust to ever-changing market conditions, competitive pressures, and shifts in strategy among competitors. For traditional organizations, competitive readiness is low for many reasons. We contend that the primary reason is the traditional organization’s focus on market and product strategies rather than on acquiring the quality and quantity of human resources needed to address competitive challenges.




The vast majority of traditional organizations fail to employ a long-term human resource strategy to enhance their competitive readiness. If a traditional organization does have a human resource strategy, it primarily relies on training as a vehicle to improve workforce skills and knowledge. Traditional organizations assume that training by itself enhances organizational performance, thus improving their competitiveness and profitability. Unfortunately, traditional organizations fail to identify strategies that transfer classroom training to the job. Moreover, they do not connect employee growth and development with competitive readiness or enhanced capacity for organizational renewal.








Type of Leadership


Autocratic leadership prevails in most traditional organizations. The autocratic leadership style focuses on hierarchical structure, power, and control of traditional leaders and managers. The structure most commonly found in these organizations is departmental, which is hierarchically ordered throughout the organization. Traditional organizations consist of various departments that separate employees from one another, depending upon the type of work engaged in and the outputs produced. Formal hierarchical structure typically rules within each department and the organization as a whole.




Communications between departments can occur at any level, although decision making, historically, remains reserved for organizational leaders. Managers function primarily as controllers, gatekeepers, and overseers of performance and production. Employees are relegated to the world of performer or producer of products and services, with little or no participation in decision making, performance improvement, or strategy formulation. Career development strategies seldom exist when little regard for continuous growth and development planning is present. In short, employees are simply another pair of hands used to maintain productivity.








Types of Developmental Activities


Historically, four types of developmental activities are found within traditional organizations. Three are informal activities, consisting of accidental, conversational, and incidental learning. The fourth, and formal activity, is anticipatory development (Marquardt 1996; see also Chapter 8).




Informal developmental activities occur without formal planning or engagements. New employees are on their own to discover the skills and knowledge necessary to perform their jobs adequately. Those who survive in these organizations usually have accidentally stumbled across this information. Accidental developmental activities occur in a haphazard, inconsistent, nonfocused manner. By contrast, conversational developmental activities are slightly more organized, sometimes taking the form of informal discussions between managers and employees. They are often designed to be on-the-job instruction whereby managers or senior employees quickly describe the tasks to be completed and/or provide overviews of tools to be used to complete an assignment. Incidental learning occurs informally, as one engages in a variety of interactions with fellow employees, managers, and supervisors. While no formal agenda or preset learning objectives may exist, incidental learning can occur as the result of any formal engagement among employees.






FIGURE 1.3 Developmental activities and outcomes (inside bubbles) by type of organization
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When employees participate in planned learning activities to acquire new knowledge and skills so that they may address future opportunities, they engage in anticipatory learning. Through this developmental activity, employees build their skills and knowledge to become better prepared for future performance challenges.








Focus of Developmental Activities


The focus of developmental activities within traditional organizations involves knowledge acquisition, defined as the collection of new information useful in identifying, recalling, or recognizing the basic components and steps of their jobs (Figure 1.3). Once knowledge acquisition has taken place, employees should be able to distinguish between correct and incorrect performance procedures. They should also be able to describe, in detail, their job responsibilities, to differentiate between activities, and to compare and contrast their job responsibilities with those of others. The outcome of knowledge acquisition is comprehension. Consequently, traditional organizations have reached their highest evolutionary order when their employees can grasp the meaning of their jobs and differentiate them from other job classifications within the firm.








LEARNING ORGANIZATIONS



The second phase of evolution is the learning organization. According to Marquardt (1996, 229), the learning organization is an institution that learns powerfully and collectively, continually transforming itself to better manage and use knowledge for corporate success, empowering people within and outside the organization to learn as they work and to utilize technology to maximize learning and production. In recent years, several business leaders have begun to focus attention on organizational learning. In companies such as General Electric, Motorola, and Levi Strauss, leaders have concluded that managing, controlling, directing, and facilitating learning is a key role of management.




Marquardt (1996, 19–20) further contends that the learning organization incorporates several important dimensions and characteristics:






	Learning is accomplished by organizational systems as a whole, almost as if the organization were a single brain.


	Organizational members recognize the critical importance of ongoing organization-wide learning for the organization’s current and future success.


	Learning is a continuous, strategically used process, integrated with and running parallel to work.


	There is a focus on creativity and generative learning.


	System thinking is fundamental.


	People have continuous access to information and data resources that are important to the company’s success.


	The corporate climate encourages, rewards, and accelerates individual and group learning.


	Workers network in an innovative, community-like manner inside and outside the organization.


	Change is embraced, whereas unexpected surprises and even failure are viewed as opportunities to learn.


	The learning organization is agile and flexible.


	Everyone is driven by a desire for quality and continuous improvement.


	Activities are characterized by aspirations, reflections, and conceptualization.


	Well-developed core competencies serve as taking-off points for new products and services.


	The organization can continuously adapt, renew, and revitalize itself in response to the changing environment.







To make the transition from the traditional to the learning organization, Marquardt says that business leaders must alter the environment to support and encourage learning, link learning to business operations, communicate the importance of the learning organization, demonstrate their commitment to learning, transform the organizational culture to one of continuous learning and improvement, establish organizationwide strategies for learning, eliminate organizational bureaucracy, encourage employee involvement, and embrace continuous, adaptive, improvement-oriented learning approaches throughout the organization. Leaders’ priorities must focus on improving learning capacity as well as encouraging self-directed learning behavior for all employees. Learning organizations are as concerned about market share, productivity, and profitability as the traditional organization; they understand that learning is the key to acquiring greater business results. Nevertheless, the orientation of the learning organization is simply learning.




According to Senge (1990, 191), “learning has very little to do with taking in information. Learning, instead, is a process that is about enhancing capacity. Learning is about building the capabilities to create that which you previously could not create. It ultimately relates to action, which information is not.” The principle assumption of learning organizations, therefore, is that if the learning reservoir of individuals is improved, organizational performance capacity also will improve. Consequently, learning takes on several specific characteristics:






	It is performance based (i.e., tied to business objectives).


	Importance is placed on the learning process (learning how to learn) as much as, if not more than, on learning content.


	The ability to define learning needs is as important as the answers.


	Organization-wide opportunities are created to develop knowledge, skills, and attitudes.


	Learning is, in part, a product of the activity and context, and people are more willing and able to learn that which they have helped create.


	A critical survival skill is the ability to know what one must know and to learn on one’s own.


	Continuous learning is essential for survival and success in today’s world.


	Facilitators can accelerate learning by helping people think critically.


	Learning should accommodate and challenge different learning style preferences.


	Learning is part of work, part of everyone’s job description.


	Learning involves a cyclical, cognitive process of planning, implementing, and reflecting on action (Marquardt, 1996, 32).







Boyett and Boyett (1995, 125) focus on the individual’s role in learning organizations, maintaining that real, effective learning isn’t individual, but social. They also explain that true learning is anything but a passive activity, and the most important stuff for people to learn in organizations is not the explicit stuff of rules, procedures, and so forth, but tacit (intuition, expertise, common sense, core competencies, and the like). They further assert that real learning takes place as part of the work itself, not in sterile training environments or in solitary.


Senge (1990) identified five disciplines critical to the development of learning organizations. These disciplines are the defining characteristics of learning organizations that separate them from traditional organizations:





	Personal mastery


	Mental models


	Shared vision


	Team learning


	System thinking






Personal mastery involves the acquisition of individual expertise and proficiency through education, formal learning activities, and work experience. Clifton and Nelson (1992) refer to this as total performance of excellence, whereby people exceed all possible expectations and accomplish great things. A recent example of personal mastery was when Mark McGwire of the St. Louis Cardinals hit seventy home runs in the 1998 season, breaking Roger Maris’s record of sixty-one, which had stood for thirty-seven years.




Mental models describe one’s fundamental worldview, which is reinforced by structures, experiences, cultures, and belief systems. Mental models guide and direct people as they make decisions, and are used to filter ideas and possibilities. Mental models are very difficult to change because they encompass one’s values, beliefs, attitudes, and assumptions. According to Boyett and Boyett (1995), shared mental models, such as those relayed by storytelling and cooperative exchanges, support organizational learning by helping employees make sense out of seemingly random events.




Shared vision is the collective perspectives of employees and evolves from their understanding of the organization’s mission. In traditional organizations, shared vision is not commonplace, because little or no effort is made to internalize or understand the firm’s mission. Shared vision is, however, a cornerstone of learning organizations because leaders, managers, and employees embrace a common perception of learning in order for it the become paramount within the firm. Shared vision also helps organizations allocate financial, physical, and human resources because they are being used to accomplish the same ends.




Team learning allows people to experience things from a myriad of vantage points, enabling them to expand their horizons, deepen their understandings, amplify their perspectives, and develop a better sense of self. Team learning helps employees improve collaboration, communication, and cooperation, as well as view other organizational members as learning resources.




Watkins and Marsick (1993, 99) believe that the building blocks of team learning involve several activities:





	Framing—an initial perception of an issue, a situation, a person, or an object based on past understanding and present input.


	Reframing—transforming that perception into a new understanding or frame.


	Integrating perspectives—resolving conflicts by integrating divergent views into an acceptable understanding without compromise or majority rule.


	Experimenting—an action undertaken to test a hypothesis or to discover something new.


	Crossing boundaries—two or more individuals or teams communicate to achieve a positive end.






Schon (1983) referred to these components as the interaction of action and reflection.




System thinking requires leaders, managers, and employees to think strategically about all aspects of organizational life, which include the organization’s role in achieving its business goals and objectives, its mission and strategy, and its structure, culture, and managerial practices. Thus, examining the organizational system to determine connections, influences, pressures, and dysfunctions among the integrated parts of the organization proves helpful (see Chapter 4). Additionally, system thinking requires reflectivity on the part of leaders, managers, and employees for the purpose of improving understanding and action.








Type of Leadership


The leadership found in learning organizations differs dramatically from that of the traditional organization. The leadership styles most common in learning organizations are transactional and transformational (Figure 1.2). Transactional leadership occurs when leaders help employees identify what must be done to achieve a desired result. Thus, leaders identify what employees want or prefer, and help them achieve levels of performance that result in satisfying rewards (Gibson, Ivancevich, and Donnelley 1997, 313).




A new kind of leader, called transformational, motivates employees to work toward long-term strategic goals instead of short-term self interests, and toward achievement and self-actualization instead of security (Gibson, Ivancevich, and Donnelley 1997, 314). Consequently, transformational leaders inspire and motivate employees to achieve results greater than they originally planned, with as much emphasis on internal rewards as external. Both leadership styles emphasize the importance of learning in everyday interactions.




The very role of leader within the learning organization is that of synergist, who creates an environment in which the whole is greater than the sum of its parts. Consequently, leaders take on the responsibility for creating an esprit de corps unknown in the traditional organization.




Managers assume the role of learning partner, fostering and encouraging employee learning on an ongoing basis. Within true learning organizations, managers readily accept their responsibility for learning application, mastery, reflection, and self-awareness on the part of their employees.




Human resource professionals assume the role of employee champion within learning organizations. They advocate a strategy for learning within the firm to improve and maximize learning opportunities.




Employees accept the role of self-directed learner within learning organizations and become the sole owners of knowledge acquisition, application, and reflection. They understand the importance of learning to themselves and the organization.




Although much more implicit than explicit, a team- or project-centered organizational structure prevails in most learning organizations. Learning organizations historically have attempted to reconfigure themselves to foster group and team performance and learning. In many cases, learning organizations do not break down the formal structure of the organization, relying instead on a simple shift in orientation and operations. In other words, the organization does not attempt a radical reengineering of the firm’s operations, structure, and culture. As a result of this inability to reshape important aspects of the firm, the organization fails to focus on learning as a centerpiece of the organization.








Types of Developmental Activities


Two types of developmental activities are most commonly found in the learning organization: deutero learning and action learning (Marquardt 1996). Deutero and action learning are conscious efforts by individuals to review and reflect upon their actions or those of others (see Chapter 8). To contrast the two types, deutero learning is as much a process of learning about learning, whereas action learning involves working on real problems, focusing on the learning acquired, and actually implementing solutions.








Focus of Developmental Activities


Developmental activities within learning organizations focus on application and reflection. Application involves using learned information in new and concrete ways, and applying the steps, rules, methods, concepts, principles, laws, and theories on the job. Employees apply what they have learned in everyday activities (Figure 1.3).




The outcome of application on the job is personal mastery—defined as a high level of proficiency in one’s area of expertise, skill, or subject matter. Learning organizations encourage integration of new knowledge and skills on the job to enhance and improve an individual’s proficiency. Thus, practice brings about perfection.




Another critical focus of developmental activities within learning organizations involves reflection (Figure 1.3), which can be any of three types (see Chapter 2). Reflection permits individuals to constantly search for new understanding of how and why they did what they did or believe what they believe. The outcome of reflection is self-awareness, that is, gaining a greater cognizance of who one is and why one behaves as he or she does.




Learning organizations focus on application and reflection to generate personal mastery and self-awareness. Furthermore, learning is a prerequisite to the developmental activities of the learning organization. That is, a traditional organization evolves into a learning one when its people begin to utilize all components and respective outcomes from knowledge acquisition through and including self-awareness (Figure 1.3).








DEVELOPMENTAL ORGANIZATIONS



In a recent work (Gilley, Boughton, and Maycunich 1999, 190–191), we describe the evolution from learning organization to the developmental organization:






Over the past decade a philosophical shift has occurred through acceptance of the learning organization. Many are touting its methods, advantages, and benefits, having concluded that the learning organization is the answer to organizational change and development. We agree that learning is a prerequisite to development, and that it makes sense to focus on the aspects, principles, and policies required to transform a traditional organizational to a learning organization. However, we refuse to accept the notion that the learning organization represents the evolutionary pinnacle of organizational transformation.




We believe that the next evolutionary step in organizational life is that of a developmental organization. A developmental organization focuses all of its synergy and resources on enhancing the collective talents of its employees for the purpose of better serving customers in an efficient, effective manner. Ours is a strongly focused philosophical shift that must be made if organizations plan to continue the long, challenging journey toward organizational success.




The transformation from traditional or learning organization into a developmental organization is as much philosophical as pragmatic. In developmental organizations, leaders philosophically recognize that members of the entire organization must be involved in the realization of its mission, vision, and goals for all to enjoy prosperity. Pragmatically, developmental organizations will not be successful unless leaders, managers, supervisors, and employees collectively blend their talents toward achievement of strategic business goals and objectives. Improper treatment and utilization of human resources inhibits performance outputs. Organizational efficiency and effectiveness cannot be achieved without enhancing the skills, expertise, talents, and intellectual capital of all organizational members.







Organizations must embrace and facilitate development to improve their competitive readiness in the marketplace. The organization requires reshaping to foster development and must continually evolve to meet strategic challenges and market conditions. In short, developing a continuous organizational renewal capability helps businesses meet ever-changing market fluctuations, challenges, and conditions.




We recognize that organizations cannot develop people; only people can develop themselves. Moreover, the term “developmental organizations” really means to foster an environment in which employee growth and development is paramount, that is, to create conditions in which employees are encouraged, rewarded, and appreciated for their individual growth and development. Furthermore, the leaders of developmental organizations subscribe to a philosophy that demonstrates their appreciation for employees’ contributions—a philosophy that reveals a lifelong commitment to employees and a dedication to their well-being.








Type of Leadership


In Chapter 3, we discuss in greater detail the type of leadership required to make the transition from learning organization to developmental organization. The characteristics commonly found in transactional and transformational leaders are similar to the characteristics needed in the developmental organization. We further focus on the need for a developmental champion within the organization to promote the developmental philosophy and orientation required to truly transform an organization to the highest plane. Developmental organizations require developmental leadership (Figure 1.2) that embraces the following ten principles:





	Principle of personal accountability


	Principle of trustworthiness


	Principle of employee advocacy


	Principle of employee self-esteeming


	Principle of performance partnership


	Principle of organizational performance improvement


	Principle of effective communications


	Principle of organizational consistency


	Principle of holistic thinking


	Principle of organization subordination






Chapter 4 will examine the organizational system (leadership, culture, structure, work climate, and managerial practices, policies, and procedures) required in a developmental organization, which is best characterized as functional. “Functional organizational system” refers to breaking work down into logical business functions so that projects and activities can be shared across traditional departmental lines to promote efficiency and effectiveness. In that chapter, we will detail the type of business partnerships and relationships necessary to bring about a functional orientation within the organization.




In Chapter 5, we discuss the emerging roles and responsibilities of executives, managers, and employees within developmental organizations. Chapter 6 addresses the same topics for human resource professionals. Leaders must assume the role of holistic thinker within the developmental organization to realize visionary strategic and critical reflective thinking skills. These skills are necessary for organizational renewal and competitive readiness (see Chapter 3).




Within the developmental organization, managers must make the transition from the traditional role of controller or gatekeeper to performance coach. As performance coaches, managers serve as trainers, mentors, career counselors, and performance confronters. Each role is vital in ongoing employee development (see Chapter 5).




Employees must make the transition from self-directed learners to enhancers of development. As developmental enhancers, employees transcend the learning aspects of self-direction to embody the continuous growth and development of developmental organizations. Employees take responsibility for more than mere learning—for higher skills such as reflection, renewal, and growth. Within the employee’s role, a distinct difference exists between learning and developmental.




Finally, human resource professionals are required to make one of the greatest transitions within the developmental organization—from traditional program provider to organizational change agent. Change agents facilitate modifications necessary within the business to ensure continuous organizational renewal (see Chapter 6).








Types of Developmental Activities




Within the developmental organization, the most common type of developmental activity is developmental learning, which incorporates one’s ability to acquire new knowledge and skills and to comprehend, transfer, and integrate them on the job. Further, an individual then analyzes, synthesizes, and evaluates the outcomes of performance, enabling him or her to change and continually grow (Figure 1.3). The result is new meaning and improved organizational renewal and performance capacity.




Organizations utilizing performance growth and development plans, further examined in Chapter 5, have incorporated the interventions necessary to bring about renewal capacity.








Focus of Developmental Activities


The primary focus of developmental activities is to bring about change within an individual (Figure 1.3). Change occurs as a result of gaining new insight, awareness, and understanding of oneself through critical reflection. We define the outcome of change, called “new meaning,” as reconfiguration and understanding of oneself. Once an individual changes, whether slightly or significantly, he or she garners a new self-image that filters current realities through an understanding of the person’s present state. That is, change that brings about new meaning alters an individual to the point that the person can never return to his or her original state. Consequently, once new meaning has occurred, individuals will desire to change the way they interact on a daily basis. This permanent change propels individual employees to a higher plane. Continually evolving employees fuel organizational evolution.




Another focus of developmental activities is on continuous growth and development (Figure 1.3). Continuous growth is a process of never-ending expansion, taking into account new and different things, the outcomes of which are constant growth are improved renewal and performance capacity. As an individual continues to grow and develop, he or she constantly renews, improving the reservoir of performance capabilities that can be drawn upon when needed. On a macro level, the final outcome is enhanced organizational renewal and performance capacity. As each employee improves his or her personal renewal and performance capacity, the organization’s aggregate renewal and performance capacity also increases. Consequently, the business enjoys enhanced competitive readiness and the ability to constantly grow and develop, avoiding the plateau periods of maturity as well as the slippery slopes of decline.








CONCLUSION



It is not enough for organizations to adopt new learning or to employ critical reflective activities. Enlightened firms engage strategies that transform them into developmental organizations, the final step of organizational evolution. The transformation requires organizations to alter their priorities, assumptions, and orientations while instituting new leadership styles, rules, and responsibilities. Organizations must also reconfigure and redesign their culture, structure, managerial practices, and work climate (organizational system) to advocate continuous development. Finally, organizations must embrace change and continuous growth to bring about new meaning and enhanced individual renewal and performance capacity.




When a developmental organization follows these steps, it enhances learning, which in turn increases comprehension, application, and practice. The result is new mastery. Individuals then critically reflect, enhance their self-awareness, and promote change while producing new meaning. New meaning leads to continuous growth and, ultimately, improved renewal and performance capacity. Thus, the cycle of personal renewal is complete.




Adoption of the development approach allows organizations to redefine, reconstruct, and reinvent themselves over and over again. Doing so allows businesses to evolve from the learning organization to the developmental organization.














CHAPTER 2
The Developmental Organization Blueprint


Most organizations desire lasting, meaningful change, the type that helps them avoid decline or continually improve their competitive readiness. Unfortunately, few are capable of achieving it. Many simply go through the motions necessary to bring about change while simultaneously hoping that its catalyst disappears.




Although much has been written about the importance of change and its relationship to organizational viability, occasionally change simply does not work. For example, unfocused, unplanned, superficial change serves as a “cotton candy” approach to addressing real operational difficulties. Although many organizations recognize the need for change, few are able to sustain successful change efforts. According to Ulrich (1997, 157), there are ten reasons why change is not effective: (1) failure to tie change to strategy; (2) viewing change as a fad or quick fix; (3) a short-term perspective; (4) political realities that undermine change; (5) grandiose expectations versus a goal of simple success; (6) inflexible change design; (7) lack of leadership about change; (8) lack of measurable, tangible results; (9) fear of the unknown; and (10) inability to mobilize commitment to sustain change.




According to Patterson (1997), many organizations fail to achieve desired business results because of their inability to adjust to ever-changing conditions. He further contends that many organizations are unable to adapt to change because they maintain faulty assumptions related to change activities. One such assumption is that organizations are rationally functioning systems that adjust strategically to changing conditions. This is simply not the case; organizations operate in their own best interest, often sacrificing long-term, systematic change (which can ultimately improve organizational effectiveness, competitiveness, and profitability) in favor of immediate or short-term results.






Another faulty assumption lies with leadership’s belief that organizational change can occur without creating conflict in the system. These unrealistic beliefs increase expectations among employees that cannot be achieved. Ultimately, such assumptions are demoralizing, creating long-term negative effects on employee morale and performance. Consequently, employees are not motivated to grow, develop, or actively pursue career opportunities. When these conditions exist, the type of organizational change required to remain competitiveness is in jeopardy.




Organizational leaders can overcome this dilemma by applying two important tools: the change process model and the developmental organization blueprint. The change process model provides organizational leaders with a consistent approach for change management and decision-making, while the developmental organization blueprint is a comprehensive tool for creating a developmental organization. Both tools enable organizations to facilitate change and improve its implementation. For best results, these tools should be used in combination, for example, using the change process model to guide decision making while implementing the developmental organization blueprint. By doing so, organizational leaders improve the application of the developmental organization blueprint and ensure long-term success.








THE CHANGE PROCESS MODEL



We believe that for substantial change to occur, a firm must adopt the change process model, which consists of five activities: identifying assumptions, analyzing choices, making commitments, selecting appropriate actions, and engaging in critical reflection (Figure 2.1). Additionally, the model guides leaders in the quest for valuable activities that enhance organizational renewal.






FIGURE 2.1 Change process model
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Identifying Assumptions


In order to genuinely precipitate change, organizations must first identify their assumptions. According to Brookfield (1992, 13), one way of thinking about assumptions is to consider them as “taken for granted” beliefs that one has about reality. Another way is to view assumptions as the rules of thumb that guide one’s actions. A third way involves seeing assumptions as a common set of beliefs and conventional wisdom that one invokes when asked why one did something or why one thinks or believes what is believed.


Schwinn (1996) believes that assumptions are an explicit set of conditions, principles, ethics, and expectations taken to be true about the basis for choosing actions and studying the consequences that follow. In other words, assumptions are the anchors to which most decisions are linked. Therefore, it is critically important to identify one’s assumptions about circumstances or events before engaging in change activities. Unless the assumptions are isolated and understood, individuals or organizations will have difficulty fostering and accepting change. This is especially important when adopting a radical change such as organizational transformation. Once assumptions have been identified, it is easy to conclude why organizations make the choices, commitments, and actions that they do.








Analyzing Choices


Analyzing organizational choices remains one of the best ways to understand the decision-making process. Doing so allows us to carefully construct a rationale for the decisions made. Although apparently a simple concept and straightforward activity, understanding why organizations come to the conclusions they do has invaluable benefits. The process of analyzing choices includes examining how decisions are made, who participates in the decision-making process, what criteria are used to reach a definitive outcome, and what consequences follow the choices made. Once choices have been analyzed, organizations are in a better position to determine whether they have made decisions that brought about desired change.






Making Commitments


When assumptions have been identified and choices analyzed, organizations can then make commitments that bring about real, lasting change. Making commitments may require organizations to choose between two desirable outcomes. When confronted with such a situation, employees and businesses must determine which of the positive outcomes they desire most and to which they are willing to allocate important financial and human resources over a long period.




Occasionally, both the business and its employees are confronted with a decision between a positive and a negative outcome. This decision is often the easiest commitment to make. Regrettably, some situations require organizations to commit to one of two negatives, each possessing little or no perceived value. Under these conditions, organizations must minimize their risk and commit to a choice that they can live with, both in the short and long term.






Selecting Appropriate Action


Organizations take concrete actions to help satisfy their assumptions, choices, and commitments. Selecting appropriate actions may include the allocation of financial and human resources, the restructuring of the organization, the identification of developmental strategies, and so forth, all of which enable individuals and organizations to make changes designed to bring about desired results.






Engaging in Critical Reflection


Perhaps the most important activity of the change process model is engaging in critical reflection. Critical reflection extracts meaning from what is previously unknown or unrecognized, and acts on differences between prior and current expectations (Schwinn 1996).




Organizations engaged in critical reflection are attempting to understand why they have made certain decisions. Critical reflection occurs at the completion of each of the previous four activities (Figure 2.1) and serves as a process by which individuals and organizations discover new meaning regarding deliberate decisions or actions. Killion and Todnem (1991, 14) describe critical reflection as the “practice of analyzing one’s own actions, decisions, or products by focusing on the processes involved.” It is a means for individuals and organizations to develop a greater level of self-awareness of the nature and impact of their performance decisions, providing additional opportunities for professional growth and development (Preskill 1996). In short, critical reflection enhances a person’s awareness of why he or she acted and how to improve upon that action.




Saban, Killion, and Greene (1994) have identified three types of critical reflection. The first, reflection in action, occurs when leaders, managers, and employees observe themselves acting out certain thoughts and actions, similar to an out-of-body experience. Reflection in action occurs when people view themselves from the outside, to determine what they are doing from a different perspective. The second—and most common—type of critical reflection is reflection on action. It occurs when individuals replay a situation in their minds, allowing for review, critique, and reliving of the experience, as well as for the formulation of opinions and judgments regarding their behavior. Reflection on action focuses on the past. The third type, reflection for action, predicts how organizations will use what they have learned from experience. According to Preskill (1996), reflection for action focuses on the future, allowing organizations to better plan and sculpt change opportunities.




Understanding why organizations do what they do remains essential, regardless of the type of critical reflection employed. Critical reflection, a quality improvement step in the change process, enables organizations to truly understand, enhance, and embrace change.




Ensuring the long-term effects of change is a crucial by-product of identifying assumptions, analyzing choices, making commitments, selecting appropriate actions, and critical reflection. These critical steps are extremely useful when building a developmental organization.






THE DEVELOPMENTAL ORGANIZATION BLUEPRINT



A plethora of books, articles, and newsletters promulgate the importance of financial models and asset allocation, but few if any organizations can adequately implement such strategies without a talented pool of human resources. For this reason, no organization will maximize its success in today’s global economy without an appropriate human resource strategy that transcends mere acquisition of additional learning (even as a critical job component). Not only must businesses move from a reservoir of knowledge to that advocated by proponents of the learning organization, but they must pragmatically implement that knowledge to enhance employees’ continuous growth and development.






FIGURE 2.2 The developmental organization blueprint
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The evolution from traditional to learning to developmental organization can be a difficult journey—one that requires a “blueprint” to expedite the transition and ensure that it is being built correctly and can withstand the harshest of corporate battles. The developmental organization blueprint is such a planning tool (Figure 2.2). It consists of nine interrelated components:






	developmental leadership (Chapter 3)


	organizational system (Chapter 4)


	organizational readiness (Chapter 5)


	reinventing human resources (Chapter 6)


	human resource planning, recruitment, and selection (Chapter 7)


	learning and change (Chapter 8)


	career development strategies (Chapter 9)


	performance management (Chapter 10)


	compensation and rewards strategies (Chapter 11)







The first four components are preconditions to the developmental organization and serve as its foundation. The final five are state-of-the-art human resource practices common in most firms. Although every organization deploys these human resource practices, it is their utilization, unique configuration, and application that produces the synergy necessary to evolve to the developmental level.




Figure 2.2 illustrates the relationships between each of these nine components. The ultimate outcome of the developmental organization is enhanced organizational renewal and competitive readiness.







FOUNDATIONS OF THE DEVELOPMENTAL ORGANIZATION



The four components prerequisite to developmental organizations are developmental leadership, the organizational system, organizational readiness, and the reinventing of human resources.




By prerequisite, we mean preconditions, alignments, changes, or considerations necessary for a successful transformation to the developmental organization. Unless an organization is willing to (1) adopt new leadership techniques, (2) reconfigure its organizational system, (3) reexamine employees’ critical roles and responsibilities, and (4) reinvent its human resources, it cannot transform to this higher level. Consequently, these four preconditions must be addressed before an organization can begin its evolutionary journey.








Developmental Leadership


The first step of the developmental organization blueprint is identifying the type of leadership required for transformation (Figure 2.2). In Chapter 3, we examine the role of organizational leaders and the relationship between organizational renewal and leadership; we identify organizational obstacles that must be removed prior to transformation. Ten essential principles of developmental leadership are also outlined. We look at the outcomes of developmental leadership and the importance of leadership in transformation.






Organizational System


Chapter 4 outlines the organizational system (culture, structure, managerial practices, work climate, and so forth) essential to fostering developmental organizations, examining each carefully and identifying critical ingredients for businesses to manifest developmental environments. Although components of the organizational system are not foreign terms to most, their relationships and interplay are often misunderstood. Cultural components, structure, and the integral relationship between jobs, managerial practices, policies and procedures, and work climate all provide opportunities for developmental improvement.








Organizational Readiness


The next step in building a developmental organization is an examination of a business’s readiness for the transformation process (Figure 2.2). To do so, an organization must critically examine the roles and responsibilities of executives, managers, and employees. In Chapter 5, we explore the emerging roles and responsibilities of key players within developmental organizations, outlining individual obligations of each member and defining the respective purpose that each plays in the evolutionary process. An organization’s readiness to proceed is directly proportionate to the willingness of its critical players to change and adopt new roles and responsibilities.








Reinventing Human Resources


In Chapter 6, we examine the need for reinventing human resources, which is predicated by the ever-increasing demands of organizations, their customers and stakeholders, and competing organizations. Such a redesign requires human resource professionals to undertake new and exciting roles and responsibilities. Thus, human resources will be an equal contributor to organizational success, which is often attributed to other functions such as marketing, finance, and research and development.








STATE-OF-THE-ART HUMAN RESOURCE PRACTICES



In the book of Ecclesiastes are found these telling words from Solomon: “. . . and there is no new thing under the sun” (Eccles. 1:9). Solomon’s statement reveals that the solutions to an organization’s performance problems or competitive difficulties lie in the things we already know how to do or in the solutions that we have tried in the past. Simply stated, solutions to organizational problems exist within a firm’s own experiences. To demonstrate our point, let us journey to any international conference in human resources, where we will witness an overwhelming effort by hundreds, even thousands, of consultants to solve complex problems with simple, painless, often instantaneous solutions. These solutions are packaged in the most technologically advanced way, consisting of colored brochures and materials. They are presented with enough emotion and enthusiasm to make an evangelist blush. Wrapped in the newest, fanciest, attention-grabbing slogans and names, the solutions simply sparkle. Sounds great? There is only one problem—most of these solutions simply do not work. They are like the many dietary programs being advertised today that promise immediate results without exercise or a healthy, sensible diet and thus fail miserably. Such solutions neither address the serious issues facing firms nor help them solve their problems. Like cotton candy and funnel cakes, they taste great, have no nutritional value, and, as if that were not bad enough, give you cavities.




Organizations do not need “creative, innovative, simple, and painless” solutions that promise guaranteed success with little or no effort or commitment. What organizations do need are serious, workable solutions to their problems, ones that will help them improve their competitive readiness and enhance organizational renewal. Organizations need to do as Solomon says—return to proven, commonsense, even boring solutions that help them get the results they need. While these solutions are not spectacular techniques with cute names and slogans, they are at the heart of achieving results through people. They have been with us for decades and have proven their worth, but have been overlooked as organizations attempts to find the magic potion that will cure all ills. These solutions are simple human resource practices common to virtually every organization:





	human resource planning, recruiting, and selection


	learning and change


	career development strategies


	performance management


	compensation and rewards






Certainly, organizations must offer state-of-the-art products and services while serving a well-defined mission, vision, and strategy in order to bring about financial success. Equally important are human resource practices enabling organizations to have the right people in the right places at the right time. Consequently, developmental organizations cannot evolve without implementing state-of-the-art human resource practices.




Although these practices are not new, they work especially well when organizations are committed to execute them efficiently. Firms must be enthusiastic about their application, be dedicated to their success, and be willing to implement these practices passionately and forcefully. One important difference today is that these practices must be state-of-the-art. That means they must be best practices, executed at the highest possible level.




Each of these human resource practices has, at some point, been perceived to be an organizational panacea, although no singular practice has brought about permanent change. When these five human resource practices are performed at their highest level of proficiency and appropriately combined, they transcend organizational barriers and internal resistance to change, enabling organizations to enhance their competitive readiness and improve their renewal capabilities.








Human Resource Planning, Recruiting, and Selection


Organizations can and do acquire talent on the open market, a tactic requiring a comprehensive, well-designed human resource planning strategy that maintains organizational continuity (Chapter 7). This focus identifies an optimal number of employees along three planes: today’s human resource needs, short-term requirements, and long-term obligations. Human resource planning includes job analysis, career planning, and other activities designed to identify what is best for the organization as a whole (Figure 2.2). The input and recommendations of employees are welcome, particularly in their areas of expertise, although organizational leaders continue to make final decisions regarding planning activities.




Another component of the acquisition strategy is recruiting and selection, a science in and of itself. Determining how to obtain essential employees and assessing where they might be in the future takes tremendous planning and thought. Once human resource needs have been identified, the selection of the most competent, capable employees begins. Developmental organizations comprehend that recruiting and selection is not short-term oriented, but concerned instead with the firm’s future performance needs. Employee selection for the right reasons is critical, followed by integration within the organization and development to such an extent that they become positive, contributing business members.




The pure developmental approach to obtaining optimal numbers of qualified employees constitutes the remaining four human resource practices (learning and change, career development, performance management, and compensation and rewards) within the developmental organization blueprint.








Learning and Change Process


Developmental organizations clearly understand, encourage, and support learning and change actions that bring about individual employee improvement and growth. These actions include self-directed learning events, action learning, and renewal capacity approaches (Figure 2.2). The primary purpose of this human resource practice is to improve employee knowledge, skills, and attitudes, making certain these are transferred to the job and integrated into an individual’s daily work life. Chapter 8 examines the various phases and principles guiding learning and change, along with their contributions to learning renewal that enhance employee growth and development.








Career Development Strategies


Career development is a long-range strategy useful to employees and employers, providing workers with a professional road map while enabling organizations to prepare for a future punctuated with an optimal number of talented employees (Chapter 9). Career development helps employees identify their career interests, set career goals, and take a proactive, long-range approach to their professional lives. These activities combine employee goals with appropriate career plans, balancing worker interest with the organization’s need for a certain number of employees available at specific times to ensure competitive readiness. The ultimate career decision, however, rests with employees, who bear the responsibility of planning their own careers. Management’s role is to mentor, guide, and develop staff. Consequently, businesses must forge partnerships that enable managers and employees to work in harmony on successful career development activities.








Performance Management Process


As we asserted in an earlier book, every organization faces the challenge of developing management systems that view employees as its greatest asset. To meet this performance challenge, firms must develop and implement a management system that improves performance and competitiveness. This process must also incorporate an organizationwide approach that combines the entire performance improvement process into one cohesive operating system. Developmental performance management links performance to compensation and rewards, strategic business goals and objectives, and client needs and expectations (Chapter 10).


Developmental organizations embrace performance management processes that enable employees to become their greatest asset. When managers function as performance coaches, they become trainers, confronters, mentors, and counselors, providing positive feedback and reinforcement to improve skills and competencies that ultimately enhance overall employee performance.
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