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The Use of "OD" for Managing Change 
in Government Organizations 

Edward J. Jasaitis 

ABSTRACT 

ln today's global environment change has become 
the norm rather Ihan the exception. ln this type of 
environment organizations need to become learning 
and changing if they are to be effective. The paper 
discusses the nature and the process of change. 11 
considers the concepts of learning organizations and 
how to create these organizations and concludes by 
presenting some "00" techniques practiced in 
Lithuania. 

PURPOSE 

The Baltic states are entering the sixth year of 
their independence. Their initial feelings of great 
optimism and euphoria of freedom have worn off 
and hopes in the promises of democracy to bring 
better life have turned to frustration. The era of 
Soviet colonialization has left a deep mark on the 
way government organizations act and their em
ployees perform. ln spite of this and mistakes by 
the elected leadership and their administrations, 
progress has been made to develop government 
organizations possessing management skills and 
understanding of administrative requirements 
prescribed by their constitutions and essential for 
transactions in the global community. 

ln today's global environment, change has 
become the norm rather than the exception pre
senting us with a continuing major problem of 
coping with new requirements and their resolu
tion. Changes in technology, demography, and 
society demand that our public agencies respond 
to their citizens' changing needs with more inno
vation, efficiency and effectiveness than ever 
before. 

lf we look at how things are currently done at 
the Lithuanian national government level, it is 
surprising that anything gets done. lts adminis
trative processes and procedures seem to be 
ineffective and the government unable to provide 

the necessary leadership required for Lithuania 
to achieve development consistent with its po
tential. lts public organizations (bureaucracies) 
are structured based on the view that we live in 
static environment, while in reality the global set
ting is turbulent and constantly changing. ln the 
end, it seems that the enemy to progress is the 
government itself. Judging by the Lithuanian's 
banking crisis of December 1995 and its political 
aftermath, very little is being done at the nation
al level to address the inability of its organiza
tions to meet the present day needs or even to 
admit that there are problems with the ways 
things are done. lt chooses to operate within 
boundaries that prohibit innovation, initiative and 
change. 

To alleviate this lack reluctance to change, 
ways must be found which aid the acceptance of 
new management approaches and organization
al structures and allow for a sincere commitment 
to change. The main purpose of this paper is be 
to examine the concept of organizational change 
and suggest a process which may assist govern
ment organizations to be more effective in deal
ing with the changing societal needs using Lithua
nia as a model. 

THE NEED 

ln today's environment, change has become 
the norm rather than the exception presenting us 
with a continuing major problem of dealing with 
new requirements. The increasing pace of 
change due to computers, information technolo
gy, communications and globalization of the 
economy demand that our public agencies re
spond to the changing needs with more innova
tion, efficiency and effectiveness than ever be
fore. 

Accepting new management approaches and 
organizational structures require a sincere com
mitment to change. For a program to succeed, it 
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must generate support at all levels and accept
ance by the majority of the employees. The de
mise of similar programs such as Planning, Pro
gramming and Budgeting Systems and Zero Base 
Budget (PPBS and 288) in the US can be an 
example of what not to do. The failure of these 
programs can be attributed to their top down 
imposition and false assumptions that they will 
quickly produce tangible improvements. 

The Nature of Change 

Change has always been with us. A glance at 
the history of humankind will indicate that we 
have always lived with change. The progression 
of man from the "stone age" to the present "in
formation age" proclaims the fact that we have 
lived with change from our beginning and will 
continue to do so. Darwin's theory of natural se
lection reinforces this point by suggesting that 
species need to change and adapt to the chang
ing environment if they are to survive and 
progress (Pugh and Hickson 1989; Stewart 
1991 ). 

Webster's dictionary (1989) defines the term 
"change" from two perspectives: transformation 
and act. Transformation occurs when something 
becomes different in some particular way from 
its previous state; act is the process of alteration 
from one position to another. ln academic litera
ture the many complex categories and degrees 
of change cloud the consideration of change. 

Change may be conceived of as the process 
of moving from one state or condition to a differ
ent state or condition. ln individuals change oc
curs when in processing new data they perceive 
a more expedient course of action. ln an organ
ization, a modification of one of its technological, 
administrative, support, and human subsystems 
frequently will initiate change. 

The contemporary management gurus (consult
ants recognized by the more successful corpo
rations as having new and innovative ideas for 
successful management) have several concepts 
in common which recognize the need for change 
and new ways of doing business (Byrne 1992). 
Their approaches include the creation of learn
ing organizations, process re-engineering, sound 
organizational architecture, and time-based com
petition. They ali proclaim the need for rriassive 
organizational change in structure and transac
tional processes. Their gauge of effectiveness is 
based on the fulfillment of the shifting global en
vironmental needs which demand incessant cre-
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ativity and change. ln general, the phenomenon 
of change may be summarized by the following 
concepts. 

Change 1s a natural phenomenon. Change is con
tinuous and on-going. The purpose of change 1s to 
aid survival and growth. Survival and growth depend 
on adaptation to a changing environment. The en
vironment can be influenced and shaped by the 
actions and decisions of the organization. Learning 
from experience is essential for successful adapta
tion and change. lndividuals change in both com
mon and unique directions (Stewart 1991, 23). 

INDIVIDUAL CHANGE 

lndividuals behave in a way that appears to be 
most advantageous to them. They act in relation 
to their private world which interprets uniquely 
one's environment and determines what is ap
propriate for him or her (Rogers 1965). lndividu
als logically resist change if they do not perceive 
that it will improve their condition or situation. 
lndividual perceptions usually tend to be typical 
and habitual and if they are to be changed, re
quire some form of force. 

lf we accept the assumption that each person 
lives in his or her private world, the concept of 
communication becomes very important in under
standing change. Communication is the means 
of interaction among individuals which allows 
explanation, understanding and accomplishment 
of what is required in a given situation. The lack 
of clear communication in an organization pre
cludes the development of individual and organ
izational objectives. Besides having problems in 
understanding each other, people also have dif
ficulties in empathizing with others and refrain
ing from making judgments as to whether the 
other person is right or wrong (Gardner 1967). 

Ali people are subject to change. The process 
of the life cycle itself insures that everyone un
dergoes a physical change. lntellectual and emo
tional changes are also part of peoples lives and 
are shaped by social and environmental influ
ences. People are borne with certain capacities 
and characteristics which are changed and 
molded by the environment in which they live. 

ORGANIZATIONAL CHANGE 

lndividuals make up organizations and in turn 
determine organizational activity. lt would be very 
difficult to consider organizational change with
out understanding the actions, interactions and 
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motivations of the people that work there. In the 
study of organizations same assumptions apply 
as in the study of individuals — organizations need 
to adapt to changing environments and to learn 
"the intellectual and emotional" lessons of expe-
rience. 

The lack of reference points on which to base 
rational administrative decisions is one of the 
problems encountered by organizations operat-
ing in a turbulent environment. Unfortunately, 
many managers, reared in the classical manage-
ment tradition, fail to adopt innovative approach-
es demanded by the environment, and approach 
the decisions as if they understood what they 
were doing. 

When operating in a near incomprehensible, 
turbulent environment, one can consider several 
courses of action. The first is to fall back on the 
matter of values. Values are not strategies or 
tactics but they can be used as coping mecha-
nisms in dealing with many areas of uncertainty. 
If they are conducive to the requirements of the 
emerging environment, they can help the adap-
tive process. If not, they may precipitate disas-
ter. 

The second alternative is the reliance on a 
constant sensing of the environment. Organiza-
tional survival and improvement may be en-
hanced by organizational practices which include 
a constant sensing and assessment of the polit-
ical, social, technological and economical envi-
ronments for problems and opportunities. These 
practices allow a proactive relationship with the 
environment and make it possible the modifica-
tion of internal structures, practices and norms 
in ways advantageous to the organization and its 
members. 

Another approach involving organizational sur-
vival and improvement is the concept of partici-
pative management and internal democratic 
workplace. This approach develops the notion of 
ownership in the employees and enlists their 
energies in fact finding, the diagnoses of need 
changes, and formulation of reality goal and pro-
gram testing (Gardner 1973). 

Burrell and Morgan (1979) in their analysis of 
organizational structures present the contingen-
cy model for organizational effectiveness in 
a turbulent and unpredictable environment. They 
reinforce the concept of organizational change 
to meet uncertainty. 

In explaining the contingency model they offer 
the hypothesis 

that when an organization or an element of an or-
ganization is dealing with a turbulent and unpredict- 

able environment, the appropriate organization 
needs: 
a. strategic management which fosters the ability of 
the organizational unit to learn and respond to the 
environment by 
b. adopting an operational system complex, high-
discretion roles which are: 
c. filled by 'organization men' who seek work as their 
central life interest and attempt to satisfy higher-level 
psychological needs through their work experience, 
and 
d. who are managed within the context of an organ-
ic form of organization structure by 
d. managers who adopt an open and democratic 
style of management, and gear their efforts to cre-
ating a situation in which it is possible for individu-
als being managed to satisfy their own personal 
goals through the achievement of organizational 
objectives (Burrell and Morgan 1979, 178). 

PLANNED CHANGE 

Planned change in an organization usually 
implies a deliberate and optimistic decision to 
bring about a beneficial change. Normally, it is 
brought about by external or internal pressures 
to make an organization more effective. Organi-
zations undertake planned change to "more read-
ily solve problems, to learn from experience, to 
adapt to changes, and to influence future 
changes" (Huse 1985, 19). 

Planned change requires "things" to become 
different and some form of measurement to de-
termine that change occurred. In general, planned 
change in organizations focuses on individual 
behavior, organizational structure, and technolo-
gy. From an individual perspective, change deals 
with factors such as knowledge, skills, interac-
tions, and attitudes. It can also involve improved 
communications and performance, group and 
intergroup behavior, leadership and power rela-
tions. Structural change might focus on size, 
policies, procedures, culture and management 
approaches. Technological change could involve 
improvements in machinery, increasing the co-
ordination and integration among jobs, and rela- 
tionship changes between the worker and the 
task or job. 

"OD" (ORGANIZATION DEVELOPMENT) 

The term "organization development" or OD is 
generally considered as being synonymous and 
interchangeable with "planned change." Howev-
er, there is some disagreement among scholars 
on this issue, with some maintaining the position 
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that the two terms are distinct and different con
cepts. Huse (1985) makes no distinction between 
the two terms and identifies three major models 
of the planned change approach or 0D as the 
Lewin's change model, the planning model (sev
en sequential 0D activities) and the action re
search model (cyclical process involving joint 
activities between organizational members and 
OD practitioners). French and Bell (1984) recog
nize 13 families of 0D but recognize action re
search as the one that is more widely used. 

Lewin offers two models for change. One for 
organizations and one for individuals. The organ
ization's model involves the unfreezing of the 
organization, changing it, and then refreezing it 
again until more change is needed (Lewin 1948). 
His individual change or "re-education model" 
involves three aspects of change: new knowl
edge, new values, and new (physical) practice 
(Benne?). According to Lewin, the last one is the 
one most often ignored in obtaining the desired 
change in behavior. 

The key aspects of the action research model 
are diagnosis, data gathering, feedback to the 
client group, data discussion and work by the 
client group, action planning, and action. The 
process is a cyclical and may involve several it
erations (French and Bell 1984 ). 

Effectiveness of the planned change program 
normally is measured in the organizations new 
ability to learn from experience and adapt to 
change. The ability to learn and change are con
sidered to be the main ingredients which allow 
the organization to survive, grow and improve. 

THE LEARNING ORGANIZATION 

lf, as discussed, the major problem of our times 
is learning to live with change, then there is a 
great need in the society for organizations which 
have the capability to address and cope with 
environmental change. This implies that there is 
a need for the creation of learning organizations 
which, by definition, are more effective in man
aging change. The learning organization is ca
pable of sensing the changes in its external en
vironment and implementing any measures nec
essary for its survival and prosperity. lt adopts 
and engages in a continuous environmental scan
ning for new requirements to maintain its effec
tiveness. 

The learning organization, in addition to creat
ing conditions for constant self-renewal, allows 
internal processes which insure employee growth, 
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self-respect, and self-enhancement. The learn
ing organization can be a vehicle for sharing of 
skills and abilities in order to achieve both indi
vidual and organizational goals. 

The "Model II Theory in Use," proposed by 
Argyris and Schon (Argyris et al. 1985) helps to 
understand the concept of organizational learn
ing. From manageria! viewpoint Model II calls for 
input to problem solutions from ali who are com
petent and attempts to eliminate defensive rou
tines on the part of the managers thus allowing 
for "double-loop learning." The norms involved in 
the model are: (1) action based on valid informa
tion and disclosure of its source, (2) action based 
on joint input from ali competent and involved 
organizational members, and (3) internal commit
ment to the choice and constant monitoring of its 
implementation and preparedness to change. 

THE "OD" PROCESS 

Organization devefopment in an ideal sense of 
the term is a top-management-supported, long
range effort to improve an organization's prob
lem-solving and renewal processes. lt seeks to 
bring about a more effective and collaborative 
diagnosis and management of organization cul
ture emphasizing collaborative diagnosis and 
management of organization culture, and inter
group culture employing the assistance of a con
sultant-facilitator and the use of the theory and 
technology of applied behavioral science, includ
ing action research (French and Bell 19984). 

top-management-supported: For the 0D proc
ess to effective be, it requires not only silent 
approval from the leaders of the organization but 
their general direction and support for the effort. 

probfem-sofving process: This involves the di
agnosis of how the organization goes about mak
ing decisions regarding the opportunities and 
challenges of its environment. lt tries to involve 
and use ali the resources, vitality, and intellect 
of ali its members in problem solutions. 

renewaf processes: Here the process attempts 
ta integrate into organizational activities those 
conditions which encourage individual motivation, 
development, and fulfillment. lt strives to avoid 
organizational decline by maintaining vitality, cre
ativity and innovation in its vision and operations. 

organization cufture: Here we mean the pre
vailing patterns of values, attitudes, beliefs, as
sumptions, expectations, activities interactions, 
and norms which shape or determine the way 
things are done within an organization. 
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col/aborative diagnosis and management of 
organization cu/ture: This refers to an internal sets 
of values, norms, and beliefs which are shared 
throughout the organization by its members, 
management and employees, but not imposed 
from the top. 

consultant-facilitator: This individual, some
times called a change agent or catalyst, is nor
mally a third party who is not a part of the organ
izational culture and not a member of the organ
ization. This individual normally acts more as a 
coach than as a moderator. 

action research: ls the basic approach used in 
most organization development activities. lt has 
three main phases which consist of data collec
tion, feedback of the data to the organization's 
members and action planning. Action research 
is both an approach to problem solving (a mod
el) and a problem solving process (a series of 
activities and events.) The model involves the 
following steps: 1) diagnosis, 2) data gathering, 
3) feedback to the client group, 4) data discus
sion and work by the participants, 5) action plan
ning, and 6) action.

ACTION TRAINING ANO RESEARCH 

Action Training and Research, a modification 
of the action research model, is one approach 
well suited for bringing about planned organiza
tional change. lts chief proponent and one of its 
designers, the late Neely Gardner, considered it 
as the most effective process for creating learn
ing organizations. The value of the model is in 
its participatory dimension. The process is based 
on the assumption that in a free society change 
can take place more readily if those affected were 
to participate in the process. The principals of the 
participate process ease the transition and ac
ceptance of new ideas and programs. lt provides 
an understanding, in employees' terms, of their 
roles and relationships in the new scheme of 
things (Gardner, 1973). 

The action training and research process com
mits those affected by a policy or a program to 
determine the required outcome and take respon
sibility for its success. Standards and strategy, 
therefore, are always established as an integral 
part of the process. This dynamic methodology 
assures evaluation of every action which in turn 
prescribes new action. lt is an open ended proc
ess, steered by a continuous organizational 
needs analysis. 

The action training and research approach in-
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tegrates most of the ideas related to bringing 
about change in organizations. ln the approach, 
managers share their power with the employees 
and assume more functions. They became train
ers and as such became involved not only in the 
function of control and coordination but also in 
the dynamic functions of collaboration and facil
itation. The training strategy begins with top 
managers and continues in sequence to mid-level 
managers, supervisors and workers. The proc
ess produces employee empowerment, greater 
team work, standards of output and improved 
overall organizational performance. 

KTU MTC ANO LOCAL GOVERNMENTS 

00 is relatively new to Lithuania. lt was intro
duced there by Doctor Konstantinas Sasnauskas, 
who is currently an associate professor at Vilnius 
University of Technology. ln 1992 and 1993, he 
and few other Lithuanian management scholars 
in cooperation with an American management 
consultant presented 00 programs for several 
private and public agencies. ln 1995, KTU MTC 
at request of the Kaunas mayor held an 00 ses
sion with the purpose of goal setting and team 
building for the Kaunas council and senior mem
bers of the city administration. The Session was 
facilitate by the mayor himself and assisted by 
the MTC Center Director. Other Cities such as 
Alytus, Panavezys, and Anyksciai hava followed 
Kaunas in holding goal or strategy setting and 
team building "00" sessions. 00, however, has 
many facets and includes many approaches 
which focus on different levels of an organiza
tion. For example it can address organizational 
problems such as goal setting, communications, 
culture, leadership, decision making, conflict 
management and several others. lt can focus its 
attention on the total organization, groups, teams, 
and individuals. Some of its methods may con
sist of training, process consultation, data feed
back, problem-solving, pian making, and techno
structural activity. 

"00" SESSION'S ACTIVITIES CURRENTL Y 

PRACTICEO BY KTU MTC 

The "00" process that is currently used by Dr. 
Ricardas Malkevicius as a facilitator in the city 
council and administration sessions is the goal 
setting and modified team building approaches. 
The participants in the sessions are the mayor, 
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members of the city council, the city administra
tor and his department and section heads, the 
facilitator and a recorder. 

The "OD" technique used by Dr. Malkevicius 
are generic problem solving techniques. The 
problems addressed by the session are the es
tablishment of the city's goals and their prioriti
zation. An additional benefit of team building is 
realized by the session, although, the main two 
topics are goal setting and their priorities. The 
session brings together individuals who establish 
the city's policy and those who implement it. ln 
some cases relative strangers are brought togeth
er to meet, hear and provide input to the proc
ess which impacts on or drives the government's 
activities. 

The steps followed by the session include: 
getting acquainted, establishing the purpose and 
outcomes of the session, statement or enumera
tion of the city's problems and their definition, 
formulation of the problem statement and its re-

. cording, voting on the importance of the record
ed problem and assigning a numerical value to 
the problem, redefining the problem statement 
and if redundant or similar to others combining 
or reformulating it. This is followed by an estab
lishment of the importance of the problem and 
the city's ability to solve it. The next step is the 
arrangement of the problems in order of impor
tance and the department or committee in whose 
domain they pertain. 

The session is moderated by the "OD" facilita
tor who also guides the recorder in the formula
tion of the problem or issue statements. An is
sue is a change in the environment in which one 
may be a stakeholder. A developing issue may 
bring one problems and opportunities or both. 
lssues are explored with an intent of discovery 
of where the dangers or opportunities may exist. 
The problems and opportunities are then articu
lated and prioritized by the participants in order 
to develop a possible courses of action. This 
exploration of problems and issues assures the 
participants that they are selecting the correct 
problems and opportunities to address the 
changes in their environment. 

During the session criticism or attack of ideas 
expressed is not permitted. Everyone's state
ments or ideas are respected and considered. 
The priorities and other disagreements are es
tablished or resolved by vote. The end product 
of the session is a list defining the problems or 
issues which are important to the city, the prior
ity of the importance and who in the city council 
and or administrative agencies will address them 
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in terms of concrete action steps and budget. 
This first "OD" session should be followed by 

additional sessions to insure that activities to 
solve the problems and the establish goals are 
addressed and acted upon. The team building 
activity is accomplished through the session's 
participants' interaction and its steps which de
fine "where the city is" and "where it wants to be." 
The separate steps of the session which involve 
the participants in the problem or issue diagno
sis, setting of priorities, assignment of activities, 
understanding of the city's organization, and the 
values of the city leaders and functionaries lead 
to organizational improvement through under
standing and communications. 

CONCLUSION 

Organizations may be regarded as instrumen
tal arrangements constructed by the society to 
achieve its objectives. ln this view, society's qual
ity of life is largely ordained by its organizations 
which provide it the capability to address and 
cope with the critical social and environmental 
problems. The rate and speed of change in the 
global environment and the complexity of the 
problems associated with the change present us 
with the need for organizations that can appro
priately respond to these problems. Many of our 
current organizations, having been designed to 
serve a highly centralized command system are 
structured in a way that prevents them from ef
fectively solving problems in a fast changing and 
turbulent environment. 

To be effective in today's environment our or
ganizations need to become learning and chang
ing organizations. lt is hoped that the ideas in 
regards to organizational change and effective
ness presented in the paper allow for a better 
understanding of the concepts and processes and 
may help in the current organization development 
and design undertakings in Lithuania. 
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