
IOP3705/201/1/2018 

 
 
 
 
 
 

Tutorial Letter 201/1/2018 
 
 
Organisational Development 
 
 
IOP3705  
 
 
Semester 1 

 
 

Department of Industrial and Organisational 
Psychology 
 
 
 
 

This tutorial letter contains feedback on the assignments for the first 
semester and guidelines regarding the examination. 

 
 
 
  

Define tomorrow. 



IOP3705/201/1/2018 

2 
 

CONTENTS 
 

Page 

 

1. INTRODUCTION ................................................................................................. 3 

2. FORMAT AND SCOPE OF THE MAY/JUNE 2018 EXAMINATION ................. 21 

 Format of the examination ........................................................................................ 21 

 Scope of the examination ......................................................................................... 21 

3. GENERAL GUIDELINES FOR PREPARING FOR THE EXAMINATION ......... 22 

 
 
  



IOP3705/201/1/2018 

3 
 

 

 
Dear Student 
 
This tutorial letter contains feedback on the assignments and information on the format 
of the examination. The tutorial letter also contains some tips on how to prepare for the 
examination.  
 
Please note that the assignment feedback provides only a suggested framework for answers. 
Your insight into, and interpretation of, the study material is the key to obtaining good marks 
for an assignment answer. 
 
Some of you did well in Assignment 01. Others found it difficult to integrate the various parts 
of the study material and apply this information. When you answer assignments for IOP3705, 
it is important that you use the prescribed material. No marks are given for facts that are 
correct, but unrelated to a particular question – therefore it is important to read the questions 
carefully and answer what is asked. 
 
It is always good to structure your answers to essay questions by using 
 

 a short introduction and conclusion 

 paragraphs 

 headings and subheadings 

 numbered points/answers/headings/subheadings where possible  
 

We received some queries about the length of an answer. The length of an answer will depend 
on the type of question. A very general guideline would be that you need to give a fact for every 
mark allocated: 
 

 In the case of “name-only” questions, you only have to name and number the answers 
or statements. 

 5-mark questions can be answered in half a page to one page. 

 10-mark questions can be answered in one-and-a-half to two pages. 

 The answers to 15-mark questions should be no longer than three pages. 
 
If you send in a handwritten assignment, please always remember to write legibly this is also 
particularly important for the examination, as we cannot give marks if we cannot read what you 
wrote.  
 
We invite you to contact us at any time, in writing or by telephone, to discuss any problems 
you may encounter in your studies or in your preparation for the examination. We hope that 
you will enjoy this subject and use it to your own benefit in your work and personal life.  
 
We would like to wish you the best in your preparation for the examination. 
 
Your lecturers 
 

Name E-mail 
Telephone 
number 

Office 

Ms B Mahlangu Mahlabs@unisa.ac.za 012 429 8242 AJH 3-106 

Ms T Tshivhase  Tshivtv@unisa.ac.za   012 429 8074 AJH 3-119 

1. INTRODUCTION 
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IOP3705/201/1/2018 

4 
 

 
SEMESTER 1 ASSIGNMENTS 
 

 
FEEDBACK ON COMPULSORY WRITTEN ASSIGNMENT 01 FOR SEMESTER 1 
 
Closing date:           12 March 2018 
 
Unique number:      784162 

 
Note: Page references in the following answers are provided for both Cummings and Worley 
(2009) [9th edition] and Cummings and Worley (2015) [10th edition]. 
 

CASE STUDY 
 

Read the following case study carefully and answer the questions that follow: 
 

Daniel Ndowe has recently joined a consulting firm in Johannesburg as an organisational 
development (OD) consultant. He believed that the company could offer him a great 
opportunity to learn, especially since the chief executive officer (CEO), David Djese, had 
several years of experience and is an expert in OD. The firm was expanding rapidly and adding 
new clients. A few weeks after starting at the new firm, Daniel had to arrange a meeting with 
his first client, a small manufacturing company. David told him: “I’ve met with the client. They 
are important and a potentially great opportunity for us.” The internal OD consultant also 
questioned Daniel on how he thought of implementing changes in the organisation. He felt 
totally overwhelmed. Nothing that David said about the issues facing this company was being 
discussed and worse, it was clear that he had sold him to them as an expert in Continuous 
Quality Improvement. Daniel avoided a disastrous meeting by proposing that the management 
team first provide him with some history about the organisation and that they should then meet 
again the next week. When Daniel confronted David, he said, “These people don’t really know 
what they need! These are buzzwords, but if Continuous Quality Improvement is what they 
want, you’ll give it to them!” 

 
QUESTION 1 
 
(a) Planned change can differ greatly from one organisation to another.  Discuss the four 

activities involved in the General Model of Planned Change and say whether you feel 
these activities were adhered to in the above scenario. (12) 

 
Your answer should have included a discussion of the four basic activities involved in the 
General Model of Planned Change as well as examples from the case study to substantiate 
your answer.   
 

 
The activities are not a straightforward, linear process but involve considerable overlap and 
feedback among the activities.   
 
  

Entering and 
contracting

Diagnosing
Planning and 
implementing 

change

Evaluating and 
institutionalising 

change
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Entering and contracting 
 
The first set of activities in planned change concerns entering and contracting.  Those events 
help managers decide whether they want to engage further in a planned change programme 
and to commit resources to such a process. Entering an organisation involves gathering initial 
data to understand the problems facing the organisation or to determine the positive areas for 
inquiry. Once this information has been collected, the problems or opportunities are discussed 
with managers and other organisation members to develop a contract or agreement to engage 
in planned change. The contract spells out future change activities, the resources that will be 
committed to the process and how OD practitioners and organisation members will be 
involved. In many cases, organisations do not get beyond this early stage of planned change 
because one or more situations arise. Disagreements about the need for change appear, 
resource constraints are encountered, or other methods for change appear more feasible. 
When OD is used in non-traditional and international settings, the entering and contracting 
process must be sensitive to the context in which the change is taking place.  

 
Diagnosing 
 
In this stage of planned change, the client system is studied carefully. Diagnosis can focus on 
understanding organisational problems, including their causes and consequences, or on 
collecting stories about the organisation’s positive attributes.  The diagnostic process is one of 
the most important activities in OD. It includes choosing an appropriate model for 
understanding the organisation and gathering, analysing and feeding back information to 
managers and organisation members about the problems or opportunities that exist. 
Diagnostic models for analysing problems explore three levels of activities. Organisation 
issues represent the most complex level of analysis and involve the total system. Group-level 
issues are associated with department and group effectiveness. Individual-level issues involve 
the way jobs are designed and performed. Gathering, analysing and feeding back data are the 
central change activities in diagnosis. Data can be gathered through interviews, observations, 
survey instruments, or archival sources such as meeting minutes and organisation charts. It is 
then reviewed and analysed. Then follows the process of feeding back diagnostic data in which 
organisation members, often in collaboration with an OD practitioner, jointly discuss the data 
and their implications for change.   
 
Planning and implementing change 
 
In this stage, organisation members and practitioners jointly plan and implement OD 
interventions. They design interventions to achieve the organisation’s vision or goals and make 
action plans to implement them. There are several criteria for designing interventions, including 
the organisation’s readiness for change, its current change capability, its culture and power 
distributions and the change agent’s skills and abilities. Depending on the outcomes of 
diagnosis, there are four major types of interventions in OD: 
 

 human process interventions at individual, group and total system levels 

 techno-structural interventions that modify an organisation’s structure and technology 

 human resource interventions that seek to improve member performance and wellness 

 strategic interventions that involve managing the organisation’s relationship to its 
external environment and the internal structure and process necessary to support a 
business strategy  

 
Implementing interventions is concerned with leading and managing the change process. It 
includes motivating change, creating a desired future vision of the organisation, developing 
political support, managing the transition towards the vision and sustaining momentum for 
change.    
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Evaluating and institutionalising change 
 
The final stage in planned change involves evaluating the effects of the intervention and 
managing the institutionalisation of successful change programmes so that they persist. 
Feedback to organisation members about the intervention’s results provides information about 
whether the changes should be continued, modified, or suspended. Institutionalising 
successful changes involves reinforcing them through feedback, rewards and training. 
 
Reference: Chapter 2, pp. 29–31 (Cummings & Worley 2009) 
Reference: Chapter 2, pp. 28–30 (Cummings & Worley 2015) 
 
(b) Describe the differences between the external and internal consultant at each stage 

involved in the General Model of Planned Change.  (8) 
 
OD consultants have positions that are either internal or external to the organisation. 
 

Stage of change External consultant Internal consultant 

Entering and 
contracting 
(Any two facts - 
one for external 
and one for internal 
consultant) 

 Source clients 

 Build relationships 

 Learn company jargon 

 “Presenting problem” challenge 

 Time consuming 

 Stressful phase 

 Select project according to own 
criteria 

 Unpredictable outcome 

 Formal documents 

 Can terminate project at will 

 Guard against out-of-pocket 
expenses 

 Information confidential 

 Loss of contract at stake 

 Ready access to clients 

 Ready relationships 

 Knows company jargon 

 Understands root causes 

 Time efficient 

 Congenial phase 

 Obligated to work with 
everyone 

 Informal agreements 

 Must complete projects 

 No out-of-pocket expenses 

 Information can be open or 
confidential 

 Risk of client retaliation 

 Acts as third party, driver or 
pair of hands 

Diagnosing 

 Meet most organisation 
members for the first time 

 Prestige from being external 

 Build trust quickly 

 Confidential data can increase 
political sensitivities 

 Has relationships with many 
organisation members 

 Prestige determined by job 
rank and over time 

 Sustains reputation as 
trustworthy over time 

Planning and 
implementing 
change 
(intervening) 

 Insists on valid information, free 
and informed choice and internal 
commitment 

 Confines activities within 
boundaries of client organisation 

 Insists on valid information, 
free and informed choice and 
internal commitment 
Runs interference for client 
across organisational lines to 
align support 

Evaluating and 
institutionalising 
change 

 Relies on repeat business and 
customer referral as key 
measures of project success 

 Seldom sees long-term results 

 Relies on repeat business, pay 
raise and promotion as key 
measures of success 

 Can see change become 
institutionalised 

 
Reference: Chapter 3, p. 54 (Cummings & Worley 2009) 
Reference: Chapter 3, p. 53 (Cummings & Worley 2015) 
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(c) In the case study, Daniel was confronted with several issues. Explain the ethical 
dilemmas that OD practitioners encounter and indicate the ethical issues applicable in 
the case study. (5) 

 
The ethical dilemmas are as follows:  

 

Misrepresentation: OD practitioners claim that an intervention will produce results that are 
unreasonable for the change programme or situation. The client can contribute to the problem 
by portraying inaccurate goals and needs. 
 
Misuse of data: This occurs when information gathered during the OD process is used 
punitively.  
 
Coercion: This occurs when organisation members are forced to participate in an OD 
intervention. 
 
Value and goal conflict:  This occurs when the purpose of the change effort is not clear or 
when the client and the practitioner disagree over how to achieve the goals. 
 
Technical ineptness:  This is when OD practitioners try to implement interventions that they 
are not skilled for or when the client attempts a change for which it is not ready.  
 
**Application: From the case study it is clear that (1) value and goal conflict and (2) technical 
ineptness are ethical issues that may be applicable in the case study.  
 
Reference: Chapter 3, pp. 62–64 (Cummings & Worley 2009) 
Reference: Chapter 3, pp. 62–64 (Cummings & Worley 2015) 
 
QUESTION 2 
 
(a) Based on the open-systems theory, organisations can be diagnosed at three levels. 

Discuss the inputs, design components and outputs that underline diagnosis at the 
organisational level.      (10) 

 
Inputs  
 
The general environment consists of all external forces and elements that can directly or 
indirectly affect an organisation. The general environment includes a variety of social, 
technological, economic, ecological and political forces.  

 
The task environment or industry structure consists of five forces: supplier power, buyer power, 

threats of substitutes, threats of entry and rivalry among competitors. Firstly, an organisation 

must be sensitive to powerful suppliers who can increase prices. Secondly, an organisation 

must respond to powerful buyers. Thirdly, an organisation must be sensitive to the threat of 

new firms entering into competition. Fourthly, a company must respond to the threat of new 

products or services that can replace existing offerings. Lastly, an organisation must be 

sensitive to rivalry among existing competitors.  

 
The enacted dimension (included in the 10th edition) consists of organisation members’ 
perception and representation of the general and task environments. Environments must be 
perceived before they can influence decisions about how to respond to them.  
 
  



IOP3705/201/1/2018 

8 
 

Design components 
 

Strategy represents the way an organisation uses its resources to achieve its goals and gain 

a competitive advantage. It can be described by the organisation’s mission, goals and 

objectives, strategic intent and functional policies. 

 
Technology is concerned with the way an organisation converts inputs into products and 

services. It represents the core of the transformation function and includes production 

methods, work flow and equipment. 

 
Structure describes how attention and resources are focused on task accomplishment. It 

represents the basic organising mode for dividing the overall work of an organisation into 

subunits that can assign tasks to individuals or groups and coordinating these subunits for 

completion of the overall work.  

 
Measurement systems or management processes are methods of gathering, assessing and 

disseminating information on the activities of groups and individuals in organisations. This data 

tells how well the organisation is performing and is used to detect and control deviations from 

goals, to make relevant decisions and to communicate the results.  

 
HR systems include mechanisms for selecting, developing, appraising and rewarding 

organisation members. These influence the mix of skills and behaviours of organisation 

members.  

 
Organisation culture represents the basic assumptions, values and norms shared by 

organisation members. Those elements are generally taken for granted and serve to guide 

members’ perceptions, thoughts and actions. 

 
Outputs 
 
Organisation performance refers to financial outputs such as sales, profits and so forth. 

Productivity concerns internal measurements of efficiency such as quality, waste and so forth. 

Stakeholder satisfaction reflects how well the organisation has met the expectations of different 

groups having an interest in the organisation.  

 
Reference: Chapter 5, pp. 94–99 (Cummings & Worley 2009) 
Reference: Chapter 5, pp. 96–100 (Cummings & Worley 2015) 
 
(b) Change can generate deep resistance in people and in organisations making it difficult 

to implement organisational improvements. Discuss three major strategies for dealing 
with resistance to change.     (6) 

 
Displaying empathy and support is the first strategy for dealing with resistance to change. 

This strategy can identify people who are having trouble accepting the changes, the nature of 

their resistance and possible ways to overcome it, but it requires a great deal of empathy and 

support. It demands a willingness to suspend judgement and to see the situation from another’s 

perspective, a process called active listening. When people feel that those who are responsible 

for managing change are genuinely interested in their feelings and perceptions, they are likely 

to be less defensive and more willing to share their concerns and fears.  
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Effective communication about changes and their likely results can reduce rumours and 

gossip and allay unfounded fears. It can help members realistically prepare for change. 

However, communication is also one of the most frustrating aspects of managing change. 

Organisation members constantly receive data about current operations and future plans as 

well as informal rumours about people, changes and politics. Managers and OD practitioners 

must think seriously about how to break through this stream of information. One strategy is to 

make change information more salient by communicating through a new different channel. If 

most information is delivered through memos and e-mails, then change information can be 

sent through meetings and presentations. Another method that can be effective during large-

scale change is to substitute change information for normal operating information, deliberately. 

This sends a message that changing one’s activities is a critical part of a member’s job.    

 
Involving organisational members in the change process is one of the oldest and most 

effective strategies for overcoming resistance to change. Participation can lead both to 

designing high-quality changes and to overcoming resistance implementing them. Members 

can provide a diversity of information and ideas, which can contribute to making the innovations 

effective and appropriate to the situation. They also can identify pitfalls and barriers to 

implementation. Involvement in planning the changes increases the likelihood that members’ 

interests and needs will be accounted for during the interventions. Consequently, participants 

will be committed to implementing the changes because doing so will suit their interests and 

meet their needs.  Furthermore, for people with a strong need for involvement, the act of 

participation itself can be motivating, leading to greater effort to make the changes work.    

        

Reference: Chapter 10, p. 167 (Cummings & Worley 2009) 
Reference: Chapter 8, pp. 183–184 (Cummings & Worley 2015) 

 
(c) The most important step in the diagnostic process is feeding back diagnostic 

information to the client organisation. Discuss nine properties of effective feedback 
data. (9) 

           
Effective feedback data includes the following nine properties: 

 

 Relevant: Organisation members are likely to use feedback data for problem-solving 

when they find the information meaningful. Including managers and employees in the 

initial data collection activities can increase the relevance of the data. 

 

 Understandable: Data must be presented to organisation members in a form that is 

readily interpreted. Statistical data, for example, can be made understandable through 

the use of graphs and charts. 

 

 Descriptive: Feedback data needs to be linked to real organisation behaviours if it is 

to arouse and direct energy. The use of examples and detailed illustrations can help 

employees gain a better feel for the data.  

 

 Verifiable: Feedback data should be valid and accurate if it is to guide action. Thus, 

the information should allow organisation members to verify whether the findings really 

describe the organisation.  
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 Timely: Data should be fed back to members as quickly as possible after being 

collected and analysed. This will help ensure that the information is still valid and is 

linked to members’ motivations to examine it.  

 

 Limited: Because people can easily become overloaded with too much information, 

feedback data should be limited to what employees can realistically process at one 

time.  

 

 Significant: Feedback should be limited to those problems that organisation members 

can do something about because it will energise them and help direct their efforts 

towards realistic changes.  

 

 Comparative: Feedback data can be ambiguous without some benchmark as a 

reference. Whenever possible, data from comparative groups should be provided to 

give organisation members a better idea of how their group fits into a broader context.  

 

 Unfinalised: Feedback is primarily a stimulus for action and thus should spur further 

diagnosis and problem-solving. Members should be encouraged, for example, to use 

the data as a starting point for more in-depth discussion of organisational issues.  

       

Reference: Chapter 8, pp. 139–141 (Cummings & Worley 2009) 
Reference: Chapter 6, pp. 142–143 (Cummings & Worley 2015) 
 

 

 
FEEDBACK ON COMPULSORY MULTIPLE-CHOICE ASSIGNMENT 02 FOR 

SEMESTER 1 
 
Closing date:           09 April 2018 
 
Unique number:      722144 
 

 
Correct answers are highlighted in bold 
 
1. The following are included in the definition of organisation development (OD) except 

that OD_____. 

 

1) is concerned with planned change 

2) is based on behavioural science knowledge 

3) encompasses strategy, structure and process changes 

4) is change management 

 

2. The following are the “stems” of OD except _____. 

 

1) laboratory training 

2) environmental analysis 

3) action-research survey feedback 

4) participative management and quality of work life 

 

  



IOP3705/201/1/2018 

11 
 

3. The design components at organisation-level diagnosis consist of _____. 

 

1) personal characteristics 

2) structure 

3) group norms 

4) organisation design 

 

4. At an individual level, fit represents the alignment between _______. 

 

1) the inputs and design components of groups 

2) the organisation design and the group design 

3) job design and personal characteristics 

4) group design and the environment. 

 
5. The major inputs at group-level diagnosis consist of _______. 

 
1) organisation design 

2) task structure 

3) goal clarity 

4) performance norms 

 
6. A diagnostic relationship is ultimately based on ______. 

 
1) the time taken to create the relationship 

2) trust 

3) mutual influence 

4) goal congruence 

 

7. Observations can be particularly helpful in diagnosing ______. 

 
1) organisation structure 

2) organisational control structures 

3) interpersonal relations 

4) performance appraisal systems 

 
8. Data analysis is usually guided by ______. 

 
1) the client system 

2) the organisation 

3) the conceptual model underlying a diagnosis 

4) the type of data collected 

 
9. Which one of the following is true about interventions? 

 
1) They are derived from strong “causal” relationships. 

2) Only a few interventions have been subject to evaluative research. 

3) They always have great impact on some sort of organisational functioning. 

4) None of the above. 
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10. Interventions mainly strive to change ______ an organisation. 

 
1) the cultural context of 

2) specific features of 

3) the external environment of 

4) the number of people in 

 
11. The following are the five activities of effective change management except ______. 

 
1) diagnosing issues 

2) creating a vision 

3) motivating change 

4) developing support 

 
12. Understanding how an intervention is progressing is an example of ______ feedback. 

 
1) intervention 

2) implementation 

3) evaluation 

4) personal  

 

13. The following are strategies for dealing with resistance to change except _______. 

 
1) empathy and support 

2) the diagnosis of resistance 

3) communication 

4) participation and involvement 

 
14. The following are the results of teambuilding which can be classified into three main areas 

except______. 

 

1) the results specific to only one individual 

2) the results specific to the group’s operation 

3) the results affecting the group’s relationships 

4) the results specific to one or more individuals 

 

15. The most common focus of teambuilding activities is behaviour related to _______. 

 
1) leadership skills 

2) organisation structure 

3) group processes 

4) individual performance 

 
16. The following are process consultation interventions except _______. 

 
1) agenda setting 

2) feedback of observations 

3) group norms and growth 

4) coaching 
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17. Which of the following is not characteristic of reengineering? 

1) It involves a fundamental rethinking of the work. 

2) The vertical disaggregation of the structure. 

3) The radical redesign of business processes. 

4) It is associated with downsizing and work redesign. 

 
18. Evaluation provides information to _______. 

 
1) assess the long-term results of OD interventions 

2) implement change programmes 

3) assess an organisation’s normal functioning 

4) 1 and 2 

 
19. The definition of organisational culture comprises the following statements except _______. 

 
1) basic assumptions on how organisational problems should be solved 

2) norms guiding how members behave 

3) values that identify what is important in the organisation 

4) products and services supplied to customers 

 
20. The competing values approach views culture as a _______. 

 
1) resolution of value dilemmas 

2) search for the right set of values 

3) fight among groups for the best culture 

4) simple clarification of what’s important 

 
 
21. One of the ethical dilemmas experienced by the OD practitioner concerns _______ 

 
1) a lack of training 

2) the misuse of data 

3) improper diagnosis 

4) personality conflict 

 
22. Group effectiveness is _______. 

 
1) an output at the group level 

2) a design component at the job level 

3) an output at any level in the open-systems model 

4) a design component at the group level 

 
23.   As the quality-of-work-life (QWL) movement evolved, it fostered a new phase of activities 

known as _______. 

 
 1  large group interventions 
 2  reward system changes 
 3  employee involvement 
 4  teambuilding 
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24.  Establishing a “diagnostic relationship” refers to ______. 
 

1) getting to know the clients one-on-one 

2) meeting organisational members regularly 

3) clarifying expectations between relevant organisational members and 

the consultant 

4) gathering data with organisational members 

 
25.  Group-level diagnosis focuses on the following _______. 
 

1) inputs, task variety and outputs 

2) the job design of a larger organisation 

3) goal clarity, task structure, group composition, group functioning and 

performance norms 

4) human-resources, structure, culture and measurement systems 

  
 

 TOTAL:  [25] 
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NON-COMPULSORY ASSIGNMENT 03: SELF-ASSESSMENT 
[Complete but do not submit – use feedback tutorial letter for self-assessment.] 
 
BASED ON ALL STUDY UNITS IN YOUR STUDY GUIDE  
 
 

 
QUESTION 1 
 
Compare and contrast Lewin’s change model, the Action Research Model and the Positive 
Model. Conclude your discussion by describing their strengths and weaknesses.  (25) 
 
 
THEORETICAL COMPARISON BETWEEN THE DIFFERENT THEORIES OF PLANNED 
CHANGE 
 
The similarities of the three approaches are the following: 
 

 All three models have distinct phases of how the process of planned change occurs in 
organisations.  

 All three models overlap in that their emphasis on action to implement organisational 
change is preceded by a preliminary stage and is followed by a closing stage. 

 All three models involve behavioural science knowledge. 

 OD practitioners do not operate alone but involve members of the organisation in the 
process of change. 

 
The differences in the three approaches are the following:  
 

 Lewin’s change model differs from the other two in that it focuses on the general 
process of planned change, rather than on specific OD activities.  

 Lewin’s model and the Action Research Model differ from the positive approaches in 
terms of the level of involvement of the participants and the focus of change. 

 Lewin’s model and the Action Research Model emphasise the role of the consultant 
with relatively limited member involvement in the change process. 

 The Action Research and Positive Models treat both consultants and participants as 
co- learners who are heavily involved in planned change. 

 Lewin’s model and the Action Research Model is more concerned with fixing problems.  

 The Positive Model focuses on the strengths of the organisation as the starting point 
for change. 

 Lewin’s change model and the Action Research Model are primarily deficit based, i.e. 
they focus on the organisation’s problems and how they can be solved so that the 
organisation functions better.  
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TABULAR REPRESENTATION OF STRENGTHS AND WEAKNESSES OF THE THREE 
APPROACHES 
 
Strengths 
 

 Lewin Action Research Positive Model  

(a) Emphasises the  
involvement of the OD 
consultant  

Emphasises the  
involvement of the OD 
consultant 

Involves members in the 
change process through AI 
 

(b) Change follows a 
particular process in 
phases, does not happen 
haphazardly 

Focuses on change as a 
cyclical process 

Involves a five-stage 
approach to change 
(structured approach) 

(c) Change takes place with 
due planning 

Underlies most current 
approaches to planned 
change  

Change approach is 
diligently planned  

(d) Provides a framework for 
general organisational 
change 

Applied increasingly in 
developing nations 

 

 
Weaknesses 
 
A. Lewin’s model 
 

 Even though members are involved, the degree of involvement is limited. 

 The approach to change is generalist in nature rather than on specific OD activities. 

 The stages of change are not as explicitly defined as in the other models of change. 

 The model is focused more on fixing problems. 
 
B. Action research 
 

 It is a more complex approach. 

 The model focuses mostly on the problems of the organisation. 
 

C. Positive model 
 

 It only focuses on the strengths (what the organisation is doing right) and neglects the 
challenges or problems.  

 The approach does not emphasise the use of external agents. 
 
Reference: Chapter 2, pp. 22–29 (Cummings & Worley 2009) 
Reference: Chapter 2, pp. 22–28 (Cummings & Worley 2015) 
 
QUESTION 2 
 
Describe the competent OD practitioner and briefly discuss the basic skills and knowledge 
that all OD practitioners should have to be effective.  (10) 
 
Competencies of an effective OD practitioner 
 

 intrapersonal skills - self-awareness 

 interpersonal skills - ability to work with others and groups 

 general consultation skills - ability to manage consulting process 

 organisation development theory - knowledge of change processes 
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1) Intrapersonal skills or self-management competence 
 

 Practitioners must have the ability to inquire into their own self, which is one of 
the cornerstone skills in OD. 

 Practitioners must have the personal centring to know their own values, feelings 
and purposes as well as the integrity to behave responsibly in a helping 
relationship with others. 

 Practitioners must have active learning skills and a reasonable balance between 
their rational and emotional sides. 

 
2) Interpersonal skills 
 

 Practitioners must create and maintain effective relationships with individuals and 
groups within the organisation and help them gain the competence to solve their 
own problems. 

 Practitioners must have knowledge of group dynamics, comparative cultural 
perspectives and business functions as foundation knowledge. 

 Practitioners must have knowledge of managing the consulting process and 
facilitation as core skills. 

 
3) General consultation skills 

 

 Practitioners should have the ability to manage the consulting process and design 
interventions. 

 Practitioners need to know how to carry out an effective diagnosis and collect and 
analyse information. 

 Practitioners should know basic diagnostic questions, some methods for 
gathering information and techniques for analysing it.  

 
4) Organisation development theory 
 

 Practitioners should have general knowledge of OD. 

 Practitioners should have appreciation for planned change, the Action Research 
Model and the positive approaches to managing change.  

 Practitioners should be familiar with the range of available interventions and the 
need for evaluating change programmes.  

 Practitioners should understand their own role in the emerging field of OD; 
whether it is as an OD professional, manager or specialist.  

 
Reference: Chapter 3, pp. 52–53 (Cummings & Worley 2009) 
Reference: Chapter 3, pp. 48–52 (Cummings & Worley 2015) 
 
QUESTION 3 
 
Give an overview of the various types of intervention and provide examples of each type. 

 (12) 
 
The various types of interventions are: 
 
1) human process interventions 
2) techno-structural interventions  
3) human resource interventions 
4) strategic interventions 
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1) Human process interventions  
 
Human process interventions focus on people within organisations and the processes through 
which they accomplish organisational goals. Examples of human process interventions include 
communication, problem-solving, group decision-making and leadership.  
 

 Process consultation 
 
This intervention focuses on interpersonal relations and social dynamics occurring in work 
groups. Typically, a process consultant helps group members diagnose group functioning and 
devise appropriate solutions to process problems, such as dysfunctional conflict, poor 
communication and ineffective norms. The aim is to help members gain the skills and 
understanding necessary to identify and solve problems themselves. 
 

 Third-party interventions 
 
This change method is a form of process consultation aimed at dysfunctional interpersonal 
relations in organisations. Interpersonal conflict may derive from substantive issues, such as 
disputes over work methods, or from interpersonal issues, such as miscommunication. The 
third-party intervention helps people resolve conflicts through methods such as problem-
solving, bargaining and conciliation.  
 

 Team-building 
 
Team-building helps work groups become more effective in accomplishing tasks. It helps 
members diagnose group processes and devise solutions to problems. It includes examination 
of the group’s task, member roles and strategies for performing tasks.  
 
2) Techno-structural interventions 
 
This intervention is focused mainly on technology and structure, and is rooted in engineering, 
sociology and psychology and in the applied fields of sociotechnical systems and 
organisational design. 
 

  Structural design 
 
This change process concerns the organisation’s division of labour. Interventions aimed at 
structural design include moving from more traditional ways of dividing the organisation’s 
overall work to more integrative and flexible  forms.  
  

  Downsizing 
 
This intervention reduces costs and bureaucracy by decreasing the size of the organisation 
through personnel layoffs, organisation redesign and outsourcing. Each of these downsizing 
methods must be planned with a clear understanding of the organisation’s strategy.  
 

  Reengineering 
 
This intervention radically redesigns the organisation’s core work processes to create tighter 
linkage and coordination among the different tasks. This work flow integration results in faster, 
more responsive task performance. Reengineering is often accomplished with new information 
technology that permits employees to control and coordinate work processes more effectively.  
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3) Human resource management interventions 
  
Here the intervention is aimed at integrating people into organisations which include career 
planning, reward systems, goal-setting and performance appraisal. 
 

  Goal-setting 
 
This change programme involves setting clear and challenging goals. Managers and 
subordinates periodically meet to plan work, review accomplishments and solve problems in 
achieving goals. Management by objectives is an example of the goal-setting intervention.  
 
 

  Coaching and mentoring 
 
This intervention helps managers and executives to clarify their goals, deal with potential 
stumbling blocks and improve their performance. It often involves a one-on-one relationship 
between the OD practitioner and the client and focuses on personal learning that gets 
transferred into organisational results and more effective leadership skills. 

 

  Employee stress and wellness 
 
These interventions include employee assistance programmes (EAPs) and stress 
management. EAPs are counselling programmes that help employees deal with substance 
abuse and mental health, marital and financial problems that often are associated with poor 
work performance. Stress management programmes help workers cope with the negative 
consequences of stress at work. This helps managers reduce specific sources of stress, such 
as role conflict and ambiguity, and provide methods for reducing stress symptoms such as 
hypertension and anxiety. 
 
4) Strategic interventions 
 
Strategic interventions are based on the internal functioning of the organisation within the 
larger environment and transforming the organisation to keep pace with changing conditions. 
These interventions are implemented organisation wide and bring about a fit between business 
strategy, structure, culture and the larger environment. 
 

  Integrated strategic change 
 
This invention describes how planned change can make a value-added contribution to 
strategic management. It argues that business strategies and organisational systems must be 
changed together in response to external and internal disruptions. A strategic change plan 
helps members manage the transition between a current strategy and organisation design and 
the desired future strategic orientation.  

 

  Culture change 
 
This intervention helps organisations develop cultures appropriate to their strategies and 
environments. It focuses on developing a strong organisation culture to keep organisation 
members pulling in the same direction.  

  
Reference: Chapter 9, pp. 156–161 (Cummings & Worley 2009) 
Reference: Chapter 7, pp. 157–162 (Cummings & Worley 2015) 
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QUESTION 4 
 
Briefly discuss the three approaches OD consultants use to diagnose organisational culture. 
 (3) 
 
Approaches for diagnosing organisational culture fall into three perspectives: the behavioural 
approach, competing values approach and deep assumptions approach.  
 
The behavioural approach emphasises the surface level of organisational culture – the 
pattern of behaviours that produce business results. This approach is more practical as it 
assesses key work behaviours that can be observed. The behavioural approach provides 
specific descriptions of how tasks are performed and how relationships are managed in an 
organisation.  
 
 
The competing values approach assesses an organisation’s culture in terms of how it 
resolves a set of value dilemmas. The approach suggests that an organisation’s culture can 
be understood in terms of two important value pairs: (1) internal focus and integration versus 
external focus and differentiation; and (2) flexibility and discretion versus stability and control.  
 
The deep assumptions approach emphasises the deepest levels of organisational culture – 
the generally unexamined, but tacit and shared assumptions that guide member behaviour 
and that often have a powerful impact on organisation effectiveness. Diagnosing culture from 
this perspective typically begins with the most tangible level of awareness and then works 
down to the deep assumptions.  
 
Reference: Chapter 20, pp. 523–525 (Cummings & Worley 2009) 
Reference: Chapter 18, pp. 556–558 (Cummings & Worley 2015) 
 
 

 TOTAL:  [50] 
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2. FORMAT AND SCOPE OF THE MAY/JUNE 2018 EXAMINATION 
 
Only students who have submitted the compulsory assignments will gain admission to the 
examination. We strongly suggest that you work through all the assignments for both 
semesters and the “test yourself questions” provided at the end of the study units in your study 
guide to assist you with your preparation for the examination. 
 

 Format of the examination 
 
Important information about the examination paper 
 

 
Total marks: 75 (will be converted to a percentage) 
 
Composition: Multiple-choice questions       [25 marks] 
   Paragraph/essay questions (case study)     [25 marks] 
   Paragraph/essay questions (a choice between 2 questions)  [25 marks] 
 
Duration: 2 hours 
 
Pass mark: 50% 

 

 

 Scope of the examination 
 

LEARNING UNIT 
CUMMINGS & 
WORLEY, 2009 
(9th ed.) 

CUMMINGS & 
WORLEY, 2015 
(10th ed.) 

TYPES OF 
QUESTIONS 

LEARNING UNIT 1:  

General introduction to OD 

Chapter 1 Chapter 1 
 Multiple-choice 

questions (MCQs) 

 

Chapter 2 

 

Chapter 2 

 MCQs  

 Essay-type 
questions 

LEARNING UNIT 2:  

The OD practitioner 

 

Chapter 3 

 

Chapter 3 

 MCQs  

 Essay-type 
questions 

LEARNING  UNIT 3:  

Entering and contracting 
process 

 

Chapter 4 

 

Chapter 4 

 MCQs 

LEARNING UNIT 4: 
Diagnosing organisations, 
groups and jobs 

Chapters 5 & 6 Chapter 5 

 MCQs 

LEARNING UNIT 5:  

Collecting and analysing 
diagnostic information 

 

Chapter 7 

 

Chapter 6 

 MCQs  

 Essay-type 
questions 

LEARNING UNIT 6: 

Feeding back diagnostic 
information 

 

Chapter 8 

 

Chapter 6 

 MCQs 
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LEARNING UNIT 
CUMMINGS & 
WORLEY, 2009 
(9th ed.) 

CUMMINGS & 
WORLEY, 2015 
(10th ed.) 

TYPES OF 
QUESTIONS 

LEARNING UNIT 7:  

Designing interventions 

 

Chapter 9 

 

Chapter 7 

 MCQs  

 Essay-type 
questions 

LEARNING UNIT 8:  

Leading and managing 
change 

 

Chapter 10 

 

Chapter 8 

 MCQs  

 Essay-type 
questions 

LEARNING UNIT 9:  

Evaluating and 
institutionalising change 

Chapter 11 Chapter 9 

 MCQs 

LEARNING UNIT 10: 
Approaches to human 
process interventions 

Chapter 12 Chapter 10 

 MCQs 

LEARNING UNIT 11: 
Organisation process 
interventions 

Chapter 13 Chapter 11 

 MCQs 

LEARNING UNIT 12: 
Organisation transformation 

Chapter 20 Chapter 18 
 MCQs 

 
 

3. GENERAL GUIDELINES FOR PREPARING FOR THE 
EXAMINATION 

 
Since revision is one of the keys to good recall, it is best to plan your revision well in advance 
when studying for an examination. A structured revision process ensures that you learn 
effectively and efficiently.  
 
Butler and Hope (1997) (The mental fitness guide: manage your mind. New York: Oxford 
University Press) provide the following excellent revision strategies for keeping examination 
nerves under control: 
 
Overall strategy: the long-term view 
 
Answer these questions: 
 

 What is essential or optional? 

 Which topics do I know? 

 Where are the gaps for me? 
 
Draw up a detailed plan of what to do and when. Write it down. 
 
Daily technique: the short-term view 
 
Ignore the longer term and do the following: 
 

 Take one topic at a time. 

 Stop when your time is up and move on to the next topic. 

 Take frequent, but brief breaks (for example, every 1½ hours). 
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 Do not stay up all night or overdose on coffee. 

 Eat, sleep and exercise regularly. 

 Do not revise your plan daily but, for example, weekly. 

 Take a whole day off each week for revision purposes. 

 Rehearse your examination technique (for example, writing to time). 
 
On the day of the examination 
 

 Prepare yourself in advance: your clothes, travel arrangements, etc. 

 Look at your condensed notes (not at new material). 

 Arrive in good time. 

 Do not listen to scaremongering by other students. 
 
In the examination hall 
 

 Give yourself time to settle down. 

 Read the instructions on the paper first. 

 Read the questions carefully. 

 Plan your timing and write it down. 

 Adapt what you know to the questions if they seem hard. 

 If you are stuck, start to write notes. You will find that one thing leads to another and you 
will trigger your memory quite easily. You have not really “forgotten”, so much as lost the 
way. 

 Do not try to write down everything you know. Answering the question is enough. 
 
Note: Given the brief time, your answers may have to be concise. They can, however, still be 
good and well put together. 
 
 

CONCLUSION 
 
We wish you all the best with your preparation for the examination. Please contact us 
immediately if you need clarity on the study material. 
 
Enjoy the rest of your studies! 
 
It has been a pleasure having you as a student. 
 
Your lecturers 
 
Ms B Mahlangu 
Ms T Tshivhase 
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