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An introduction to Organisation Development for Non-Governmental Organisations

CDRA
This article highlights the capacity needs of NGOs given their role in our social context and further describes a developmental approach to OD work with these organisations

1.  INTRODUCTION

There can be no doubt that Non‑Governmental Organisations (NGOs), both Community‑Based Organisations (CBOs) and Service/Resource Organisations (SOs) are currently regarded as vital players in the development of developing countries and communities.  Increasingly they are at the cutting edge of social transformation, of political and economic development, of attempts at creating a more human and viable future for the so‑called developing countries.  More and more they are being called upon to act in fields as diverse as education and agricultural development, literacy and co‑operative production, child‑care and housing, women's issues and environmental issues; the list is endless.  But central to all of the issues is community empowerment and the fostering of self‑reliance, with its non‑commitant emphasis on political and social transformation.  

The question has been raised however, from a number of different sources, as to whether NGOs actually have capacity to adequately meet the demands which are being placed on them, or indeed, which they are choosing to meet.  NGOs have concentrated so much energy on "doing" out there, in the field of ‑ for the sake of a generic term ‑ community development, that by and large they have neglected to focus on their own developmental needs and this reduces their capacity to deliver what is needed.

To begin this paper within the context of our experience to date, I would like to say a word about evaluation.  Most NGOs lack skills with respect to evaluation and, fear evaluation as the means by which donors can ‑ from the outside ‑ investigate and judge the worth of the particular NGO.  Therefore, we have subsequently become wary of using the word "evaluation" because ‑ whatever type of evaluation we have in mind ‑ the very word conjures up the feeling of being threatened, of being judged, in the minds of many of us working in NGOs.  It therefore tends to obscure the essential meaning of the work which is vitally important to us all:  the development of our own organisational capacity in terms of what we are trying to achieve, and not in terms of external expectations.

We understand organisational capacity to mean the ability of an organisation to:

· Aim to achieve, not simply to do.

· Act effectively and productively (that is, impact positively on its environment;  be pro‑active).

· Reflect on that action and learn from it.

· Improve its action in response to reflection.

· Maintain an open, motivated and constructive organi-sational climate in which all staff find meaning and a place for their contributions to the whole.

· Develop each staff member in terms of their creativity, ability and personal growth.

· Respond flexibily and be able to adapt itself to change in its environment.

2.  THE ESSENTIALS OF NGO DEVELOPMENT

What essentially is it that we're really trying to do when we talk of developing organisational capacity?

2.1 Organisation development and NGOs

The term "Organisation Development" has evolved in recent years through work done mainly with organisations operating in the commercial sector of the "developed", or industrialized, world.  Certain principles and techniques are common to the work which we do with NGOs, but there are essential differences.  The issues with which NGOs are grappling are very different to those in the commercial sector.  Organisations working in the commercial sector are concerned in the main with issues of economic gain and loss, maintaining a social and political status quo within which they can operate securely. 

NGOs on the other hand, while also concerned ‑ hopefully ‑ with productivity, are working in an entirely different sphere.  Their ultimate aim is to assist in the development of communities (and, in the end, countries).  They are not concerned with economic gain ‑ although financial viability and cost‑benefit analyses are important indicators of organisational capacity which are all too often overlooked.  Rather, they are concerned with assisting in the development of people; with altering the political and economic status quo in favour of grassroots empowerment (and in facilitating that empowerment process in order to help grass roots people to responsibly cope with new political and economic configurations); and with experimentation in terms of the creation of new social forms which may adequately encourage the attainment of people's aspirations.  They are thus working in areas where there are no given answers available, where skills and understanding need to be developed in the field.

Because of the nature of their work, NGOs do not have easy ways of judging their achievements or their effectiveness; indeed these are often of a contradictory nature, "success" posing new problems, and problems themselves often an indicator of success where apathy and acceptance existed beforehand.  

Staff often work in relative isolation and under pressure from those with interests in maintaining the status quo.  There is often little supervision and little understanding of conditions "on the ground".

In addition, NGOs in terms of their own internal structure are charged with creating organisations which are compatible with the new social forms which are being striven for in the community at large.  Put differently, the NGOs are asked to model within themselves the values which will reflect a transformed society, and to so arrange their structure/form that it is able to support and protect these values and thus be representative of possibilities for a new society.  Where staff have little previous organisational experience and often reject the organisational forms which represent the status quo out of hand ‑ without replacing them with adequate alternatives ‑ tension and unrecognized chaos often result.  (For example, where hierarchical structure is totally rejected but no form of accountability substituted).

NGOs are, at the cutting edge of social transformation, and are therefore sailing unchartered and often hostile waters, creating new conditions as they go. There is little to depend on apart from their own resilience and organisational capacity.  This is why organisation development becomes such a vital activity.  Nevertheless, there are similarities with "mainstream" organisations.  Like these, NGOs also have to deal with crises and try to turn them into developmental opportunities.  They have to grapple with increases in size, with outdated structures, with conflicts between democracy and efficiency, with training and supervision and monitoring.  NGOs, as they grow and develop, have to go through developmental cycles where often what was viable in previous becomes no longer viable in the present.  They have to deal with increasingly rapid changes in the environment within which they work.

And finally, in spite of their emphasis on commitment and interest, they have to deal ‑ as much as any other organisation ‑ with the problem of meaning, of affirmation and re‑affirmation of common goals and values.  These are often taken as given ‑ yet this attitude is one of the major causes of the malfunctioning of NGOs.

These are some examples of issues with which we have dealt over the last few years:
· NGOs need help in evaluating their work and in looking at themselves objectively.

· NGOs need the skills to evaluate their own projects and to assist others.

· NGOs need help with restructuring, to achieve a more human environment which can reflect the "change" purpose and goals of the organisation; which can achieve a balance between "democracy" and "efficiency"; which can achieve a balance between "task" and "maintenance" and which increases in size and work.

· NGOs need help with goal‑clarification, objective‑ setting, planning, implementation and evaluation.

· NGOs need help understanding and skills for changing/developing leadership styles.

· NGOs need help with new and developmental forms of supervision.  Also with issues of discipline and accountability.

· NGOs need help with management and co‑ordination functions.

· NGOs need help with fostering staff development.

· NGOs need help with teambuilding, counselling and conflict resolution.  Help is needed for the development of open, self‑ critical organisations.

· NGOs need help with problem‑identification and group problem‑solving techniques.

· NGOs need help with the issue of motivation ‑ both self motivation and motivation within the community.

· NGOs need help with situating themselves and their change efforts within the broader, socio‑political/economic context, and in developing strategies to cope with this understanding.

· NGOs need help in becoming pro‑active and empowered in the face of adverse circumstances.

· NGOs need help in designing and implementing adequate and appropriate work procedures.

· NGOs need to learn the skills of running effective meetings and facilitating constructive workshops and consultations.

· NGOs need help in dealing with power imbalances caused by cultural, (e.g gender and race) educational, social and economic differences amongst staff members.

2.2 NGOs and Structure:  Appropriate Social Forms

We have established that the development of organisational capacity must be a priority.  How do we facilitate this process within NGOs?  Under the circumstances mentioned above, the obvious and essential point of departure is reflection on action.  Nothing can be more of a priority for an NGO, yet it is done so seldom and often so ineffectually. We prefer to be doing rather than reflecting.  Yet how else can we learn, develop or improve our doing?  The essential thing is to reflect not only on action but also on the way we function as a unit.  For what we are really trying to do is to release the energy which is so often trapped in individuals within the organisation.
The problem is that we often assume too much of an NGO.  It is helpful to acknowledge that because an NGO is an organisation it is therefore subject to the life cycles which govern organisations.  Every organisation, when it is founded, is brim‑full of energy and motivation, dedication, commitment and enthusiasm.  It is often small, informal and unstructured, has the feeling of an extended family, and works without the need for much maintenance.  But as the organisation grows in size, as it develops, as the conditions around it change, it begins to demand a certain amount of structure, of formality, even of hierarchy.  And NGOs often tend to go one of two ways at this point.  

Either they insist that formality and structure is anathema and "unprogressive", or they develop a certain organisational structure which rapidly rigidifies and perpetuates itself.  Both ways are inadequate.  The essential task is to create a social form for the NGO which is both effective for, and compatible with, what that NGO is trying to achieve in the world.  

And there are no blueprints available, nor should there be.  The task is for each NGO to experiment ‑ using others' experience where relevant ‑ in order to continually adapt and increase capacity.  

For the fact is that the lack of rules, structure or system is as demotivating and unconstructive as a system which is too rigid and structured.  The crucial factor is that people work together in such a way that they are stimulated rather than inhibited in their own development by the rules which may arise to regulate their co‑operation.  NGOs need to find new forms in which the more human future for which they are striving ‑ a future which facilitates the situation to encourage freedom, individuality and creativity of each person as a positive contribution towards and within the social context ‑ is coupled with the need for rules which can ensure that the organisation becomes an effective and productive force.  One way in which this can be achieved is through regular, open and honest reflection on the organisation, and the way it and the individuals which comprise it are functioning.  The alternative is dissatisfaction often growing into conflict, and reduction of organisational capacity which ‑ in the case of NGOs ‑ relies heavily on each individual's energy and skill.

Case Study One ‑ "Lack of Structure"

An NGO concentrating on rural development had, at an early stage in it's history, rejected hierarchical structures because the then director ‑ who had much power over the organisation ‑ turned out to be working undercover for the dominant power.  This negative experience led the NGO to reject any form of hierarchy.  It replaced hierarchical structure with the concept of a collective, wherein everyone was equal.  It also rejected any form of internal control or supervision, as well as imposed discipline.  

Instead, all decisions were made collectively and the organisation came to value informality and an "ad hoc", easy‑going, participatory style in which no‑one had power over anyone else.

Twelve years  down the line, the NGO comprised 18 people.  It was shot through with conflict, tension and mistrust, and had achieved very little ‑ if any ‑ impact in this chosen area work.  An externally facilitated self‑evaluation process revealed the following:  People were in fact not equal at all.  The educated, articulate minority dominated the others and mistrust and undealt‑with conflict were rife.  For all that NGO claimed, its shadow aspect had come to the fore and hidden, implicit power hierarchies had developed, which were continually denied (although the denial itself contributed to perpetuating the problem).  Realities were avoided because the real situation conflicted with the myth of the collective.  Nothing was acknowledged, fear closed peoples minds and mouths.  

And there was no freedom to look critically and honestly at achievements, which in fact amounted to very little.

For this NGO the lack of structure had led to an untenable situation where fear, mistrust and unconscious conflict were the order of the day, where members felt demotivated and unself‑critical, where the organisation was achieving very little, while working extremely hard to hide these facts both from themselves as well as from the outside world.

Organisation development work done with the NGO met with strong resistance, and only now, years later is there an attempt to find a right balance between structure and freedom.

Case Study Two:  "Perpetuating Rigid Structure"

A national NGO had built up a large organisation of + 60 people in the capital city, although it serviced the entire country.  After a number of years it was perceived that in terms of the increase of its work in far‑flung areas it was imperative that it decentralize by setting up regional offices.  This decision was taken seven years later there were 23 regional offices throughout the country.

Now, in order to function effectively with 60 people in the central office it had chosen to develop very defined structures and procedures.  When it decided to decentralize by creating regional offices it simply extended its current structures and procedures both within these regional offices and in terms of the relationship between these regions and the head office.

Seven years later the regional offices were not functioning effectively and the relationship between the regions and central office were characterized by misunderstanding, inefficiency and domination/resentment.  The regions blamed head office and head office blamed the regions.

2.3 NGOs and Culture:  The Organisational Unconscious

Let us look at this issue from a different perspective.  Every group is formed by a number of individuals, but once that group is formed it takes on its own character, its own identity.  

Just as an individual, as he/she grows older, develops habitual ways of behaving, habitual patterns of thinking, and fixed attitudes towards the world with which he/she is familiar ‑ so it is with the group.  The group itself develops habitual ways of behaving, of thinking, of feeling, so that a few years down the line a newcomer entering the group from another will feel a stranger for a time, an outsider, and might regard some of the group's "customs" as strange;  until he/she adapts to the group's norms.  And because these norms are habits, typically they are unconscious and unrecognized.  They comprise "the way we do things around here", and as such they are taken as given and go unremarked.  We call this the "culture" of a group or organisation; a culture which is unconscious, consisting of deeply ingrained "traditional" or habitual patterns. 

So an organisational culture is made up of unconscious norms and habits.  Now some of these may be healthy, but very often destructive habits creep into an organisational culture and impair its capacity.  

To provide one obvious example:  that valuing action to the exclusion of reflection on that action.  When these habits, this culture, continues and perpetuate itself unconsciously, it leads to inefficiency and reduction in organisational capacity.  Our task then is to make this unconscious culture conscious, so that we as an organisation can consciously choose which norms to accept, which to change, which to modify. An individual who becomes conscious is an individual who becomes empowered, responsible and "developed".  In essence this is the aim behind the development of people for an individual who becomes conscious and who accepts responsibility for him/herself is an individual who becomes capable of controlling his/her own life and circumstances; that is, an empowered individual.  As it is with the individual, so it is with the organisation.  And this ultimately is what we mean by organisation development, by increasing organisational capacity.  The drive to become conscious and to choose one's future freely is certainly constrained by political, social and economic realities; but the only way these can truly be changed, in an ultimate sense, is by empowerment, by developing responsibility for action.  And once again, for organisation ‑ for the NGO ‑ this can only be done through regular open and honest reflection on action and on the way we function as a unit.

A Case Study:  "Cultural Malaise"

An NGO had for some years focused its efforts on developing credit unions.  Being based in one region of a country which had no experience of credit unions, it began by concentrating in that region.  At the beginning people were slow to catch on to a new and therefore "strange" strategy to combat poverty and increase their power and possibilities.  However, after some years the dedicated efforts by the NGO into the promotion and development of budding credit unions helped the credit union movement to take on a momentum of its own.

Eventually, 26 credit unions existed, and all had affiliated to the credit union movement itself.  But at this stage the dynamics changed.  Suddenly the idea had caught on and was spreading like a fire through dry undergrowth.  From all parts of the country requests come in to the NGO from community groups wanting to start credit unions.  A point came at which there were 43 outstanding requests which had yet to be serviced.  The NGO itself obviously needed to expand at a more rapid rate than it had been expanding thus far, in order to cope.  It needed to develop new strategies, which might incorporate regional offices, new education techniques, and new book‑keeping procedures.  A new way of working was indicated, to respond to the new conditions.

But powerful forces within the NGO refused to move, refused to contemplate radical change.  All kinds of valid arguments were put forward against rapid expansion.  These arguments made a lot of sense, for rapid expansion is dangerous.  But the upshot was that the NGO refused to move, applications for assistance piled up, and frustration led to the ad hoc and over hasty development of new credit unions which lacked the support required for success.

An organisation development workshop was conducted in which the NGO was facilitated through a process of intense self‑reflection.  

The NGO was able to discover for itself that its blocks to growth were caused by an unconscious culture which had taken hold of the organisation in the early days and which went something like this: "We must proceed with extreme caution.  Credit Unions are strange beasts and we're not sure whether people will understand and accept them.  Our primary task is to promote, our secondary task to service.  We must consolidate our efforts.  Expansion is dangerous and even frivolous for we have not yet established that the people really want this alternative".

This was an unconscious culture which persisted unrecognized long after the external circumstances had change. Only when the NGO was able to recognize consciously these ingrained attitudes and habits was it able to begin the work of internal change necessary to develop its organisational capacity.  

With a new consciously chosen organisational culture which combined positive elements of the past with realities of the present, the NGO was able to begin the work of developing a correct balance between expansion and consolidation, and thus begin to render a more effective service.

2.4 Organisational Intervention:  A Development Process

How, then, does one actually go about the work of facilitating a process of organisation development with NGOs?

Typically ‑ at least until an NGO has developed both the necessary skills and openness to facilitate the process within ‑ an external organisation development consultant is needed.  

This is due not only to the fact that specialized skills are required (specifically: the understanding of organisational functioning and the ability to facilitate both group and individual processes); and not only to the fact that at the beginning of the process the NGO might not have the necessary openness and honesty; but rather, it is due to the fact that precisely because so much within the organisation is unconscious it cannot easily be seen from the inside.  Thus the organisation development consultant acts almost as an organisational therapist, facilitating a process whereby the NGO begins to understand more and more about itself.  The consultant's job is therefore one of great responsibility, trying to assist the development of growing self‑awareness without imposing or providing answers, for this would only diminish the empowerment and development of the NGO itself.  

The consultant will interview members of the NGO and try to understand the organisation as thoroughly as possible ‑ its strengths and its weaknesses.  Problems will be presented but it is the consultant's role to continually dig deeper, trying to get the underlying causes of the issues affecting organisational capacity, on the understanding that problems presented are generally symptoms of the real issues which lie hidden within the unconscious culture of the organisation.

The consultant will then design and facilitate a process which will endeavour to allow the organisation ‑ through the individuals within it ‑ to become more conscious, more aware, of itself and of the root causes of any malfunctioning or of impairment to organisational capacity.  Once this has been achieved ‑ and the consultant can only assist the organisation in going as far as it is able and willing to go ‑ then the organisation is faced with the choice of remaining as it is or changing in response to its increased understanding of itself.  

This is perhaps the most difficult point of any organisation development intervention: the change process itself, the conscious choosing of a new organisational culture. Human beings are generally extremely resistant to change and often prefer to remain with the old ‑ for change means taking risks, moving into the unknown whereas it is easier and more comfortable to maintain the security of old ways, in spite of the fact that these old ways, through the organisation development intervention, may have been seen to be destructive and retarding of development.  This is why we maintain that development is not so much the taking on of the new but the letting go of the old.  The process of letting go is always painful and frightening, yet it is only to the extent that this can be achieved that individuals and organisations develop.  There are many aspects of an organisation which regularly need renewal; many aspects which, while perfectly effective and legitimate at a particular stage of an organisation's life, might no longer be effective or helpful at a later stage of its development.  Aspects include leadership styles, forms of communication, work planning and monitoring, meeting styles, problem solving methodologies, discipline and accountability, training techniques, relationships with the community and so on.  The list is endless.

Once the organisation has decided to change, it must consciously renew or reaffirm its identity ‑ its collective sense of purpose, of mission ‑ and consciously choose new norms and values out of which to work.  It is then the consultant's task to facilitate the organisation in drawing out the implications of this new "culture", both for the organisation as a whole as well as for the individuals within it.  For example, certain individuals may have to adapt their leadership style; others may have to take on more responsibility or assert themselves in new ways.  For the individual, development invariably implies taking on more responsibility for one's actions and lessening the dependence implied in placing blame on others, or on circumstances.  For the organisation, a new culture may have implications for structure and procedures, for the way work is done and supervised, for the way it maintains itself, etc.  Certainly a culture change invariably needs new structures to be put in place ‑ or old structures disbanded ‑ in accordance with the new ways of doing things and in protection/support of these.

However the work of organisation development does not stop here. Indeed, this is only the beginning.  It is a truism that "old habits die hard", but it is often astonishing to really experience how true this is.  

It is vitally important both for the consultant and for the organisation to realize that the organisation will rapidly slip back into its old habits/culture if the process of organisation development is not continued after this initial phase.  It is after all a process, and a long‑term once at that; for the organisation itself it is a process which should have no ending, while for the consultant the process with a particular NGO might only end when he/she is convinced that the NGO has the necessary skills and a culture conductive to continuing the process on its own.  

To this end the consultant will assist the organisation with various issues such as practicing meeting skills; developing, testing and refining new structures; planning and monitoring; goal‑setting and developing criteria for success;  group problem‑solving; conflict resolution, and so on.  The consultant will also undertake to help the NGO reflect on itself at least once a year, for the initial few years.

Finally, the consultant should train members of the NGO in organisation and facilitation skills, not only for the sake of the independence and organisational capacity of the NGO itself but also because the NGO will need these skills in the work which it does in the community at large.  For in the same way that the development implies increased organisational capacity of the NGO itself, so the development work which the NGO does in the community implies increase organisational capacity amongst the recipients of its services.

3. PRINCIPLES AND VALUES OF ORGANISATION DEVELOPMENT

For the sake of clarity and understanding, this section will expand on certain issues mentioned in the previous section, putting them in the form of basic principles and values which lie at the core of organisation development for NGOs.

3.1 First Principles:  Increasing Responsible Freedom

The aim of Organisation Development (O.D.) is not simply to increase organisational capacity in a technical, mechanistic sense but more importantly to release the human energy within the NGO so that every element within the NGO is striving energetically and enthusiastically to achieve the NGO's common goals and ideals.  

The task is to create the conditions whereby the organisation becomes clean and unclogged, thereby allowing the energy to travel freely.  OD attempts to achieve this by facilitating the organisation to become more conscious and more pro‑active with respect to forward planning and to controlling its own environment and circumstances.  In this sense OD is a developmental process towards freedom and empowerment; but by the same token it implies an increasing measure of responsibility.  

Freedom without responsibility is simply amoral licence.  In contrast, the responsibility we refer to involves accepting responsibility for one's own circumstances and releasing the energy to act ‑ as well as accepting that one's freedom must seek to leave others free as well, thereby implying responsibility for one's group, one's organisation, and one's community.

3.2 Second Principle:  Organisation Development implies Individual Development

Following on from the first principle and from what has been said previously, it becomes apparent that the organisation (NGO) as a whole cannot develop without incorporating the development of each and every individual within it.  Therefore OD emphasizes individual development as the key to organisation development.

3.3 Third Principle:  Group Work as the Major Area of Focus

While OD emphasizes individual development, it aims to achieve this through the context of the group(s) within which the individual works.  OD is not a form of individual therapy leading to development.  Rather, it focuses on group work and the group context in order to facilitate both the development of the group (organisation) through its individual members.  It seeks a balance between individual and group in order that both may develop simultaneously, evolving new social forms and techniques.

3.4 Fourth Principle:  Problems as Presented are Symptoms of Underlying Issues

Problems recognized by an NGO at the beginning of an OD process will most likely be symptoms of much deeper problems lying within the organisational unconscious.  Sometimes the underlying causes are simply not apparent because the NGO is not yet conscious enough of itself; while at other times the real causes of problems will be unconsciously avoided because resolution of these problems will imply changes which might be too threatening to contemplate at this stage.  In either case the OD process is directed towards digging ever deeper until the primary issues are isolated and dealt with.

3.5 Fifth Principle:  The OD Process Exists to Serve the Client Organisation and to Empower it

There are two implications contained in this principle.  First, because the empowerment of the client NGO is the focus of the OD process, the OD consultant's role is not to present the client NGO with organisational diagnoses and solutions.  Rather, the consultant's role is to facilitate the NGO in conducting a self‑diagnosis and in discovering its own solutions.  Also, developing the expertise and openness to be able to do this from within in the future.

Second, it is not the consultant's role to question the aims and direction chosen by a client NGO.  This remains the prerogative of the NGO, although it is the consultant's role to assist the NGO in drawing out all the implications of its aims and direction and chosen way of working, in order that it is able to choose with an even greater degree of consciousness and clarity.

3.6 Sixth Principle:  Organisational Culture and Organisational Structure are not the same, although they affect each other profoundly

We have already noted that OD is a process of making an unconscious culture conscious and the subject of choice, and of creating structures which will serve the chosen culture adequately, in such a way as to increase organisational capacity.

This last point should, however, be emphasized.  While culture is primary, there is abundant evidence to show that new values and norms will not last unless congruent structures, systems and procedures are put in place to reflect and support them.

3.7 Seventh Principle:  There is a likelihood that Individuals and Organisations will resist change.  This resistance to change needs to be understood in order for Development to take place

Letting go of habitual ways of thinking, of feeling and of acting leaves both individuals and organisations feeling naked, stripped of security and vulnerable with nothing to depend on.  The future seems vast and unchartered, and the feeling of smallness in the face of a vast unknown can be frightening and awesome.  Under these circumstances many individuals and organisations resist change, struggle against letting go the old and venturing into the new, and prefer the security which dependence on the familiar ‑ however negative ‑ gives to the insecurity of personal  choice and responsibility.  This is why development is always a painful process, even when it is also exhilarating.  To coin a phrase: "growing up is hard to do."

The OD process is one which aims to facilitate individuals and organisations through their possible resistance to change.  A core working principle of OD is for OD practitioners to understand this difficulty and to have the skills to assist individuals and organisations through it.  

An OD process should not be too imposing or directive; rather, it should ‑ with love and care and understanding ‑ nurture the client in moving as far as it can go at a specific time.  The freedom and integrity of the individual or organisation is always the paramount value in OD work.

3.8 Eighth Principle:  The art of Facilitation is the most important tool of the OD Practitioner

Following from what has been said above, it stands to reason that while the OD consultant needs understanding in many areas ‑ knowledge of how organisations work and develop, of organisational structures, of planning and evaluation, of communication, teambuilding and conflict‑resolution, of effective meeting procedures, of organisational diagnosis, and so on ‑ yet there is one skill without which all this knowledge cannot be used with any efficacy, and this is the art of facilitation.

The OD process is one which nurtures and facilitates the NGO into greater consciousness and awareness.  The art of facilitation means knowing when to intervene in organisational and group processes, and when not.  It means knowing how to be assertive without being directive; how to be nurturing without being flaccid; how to draw some people out and reduce the imposition of others; how to get an organisation or group to observe itself and find its own solution; how to help without imposing.  It means being able to observe the whole and focus in on specifics at the same time.
It means, in essence, finding the correct balance between non‑directive group counselling and directive intervention where necessary.  It means, too, the ability to really listen, non‑judgementally, empathically and actively.

Most of all, the skill of facilitation implies a never ending process of self‑development on the part of facilitators, or OD consultants.  For only if facilitators are as conscious as possible of their own inner processes will they be able to ensure that they are truly there, selflessly, for the benefit of the client; that they have no personal/hidden agendas during an organisational intervention; and that they do not project their own unconscious needs or issues onto the NGO being worked with.

Thus the art of facilitation demands practice ‑ including feedback ‑ and a rigorous commitment to self‑development and self‑reflection.

System‑Renewal Activities (System‑Building)

This is organisation development in its most generalized form, as outlined in Section 2.4.  These activities seek comprehensive changes in an organisation's culture and values.  They use complex combinations of all the activities sketched below, and have time spans of several years.  They concentrate primarily on the identity/purpose/direction of the NGO, as well as on issues of culture and the development of appropriate social forms.

Techno-Structural Activities

These seek to build need‑satisfying roles, jobs and structures.  These structural or policy approaches are coupled with other OD activities, and seek to reflect and support cultural renewal.

Process-Analysis Activities

These are attempts to understand complex and dynamic group behavioural situations.  These can be relatively simple ‑ for example, attempts to understand and become more conscious of the way meetings are conducted ‑ but they can also be complex, as in seeking to understand interpersonal conflict as an expression of differences in interpersonal orientations, to describe groups or organisations, etc.

Diagnostic Activities

These activities often include process analysis, but may also employ interviews, psychological instruments or opinion surveys to generate data from and for members of the organisational social system.  These data get fed back into that system to serve as the raw material for action‑research sequences:  diagnosis, prescription of changes, implementation, and evaluation.

Coaching Counselling Activities

These activities include personal counselling for individual members of organisational social systems in response to changes in that system (coming to terms with these changes, understanding and adapting); supervisory counselling, as in ongoing in‑service training using an action‑research mode; and third party conflict resolution.

Team-Building Activities

These activities seek to increase the efficiency and effectiveness of task groups, seek to build trust and sensitivity within these groups, reduce conflict and tension, and increase participation and creativity.

Skill-Building Activities

These activities include various designed for gaining knowledge, developing attitudes or values or performing behaviours consistent with the developing organisational culture.  Also understood as training, these activities form a vital component of OD interventions.  They are interaction orientated, learner‑centred, and consistent with the principles and methodologies of adult education.

Evaluative Activities

This class of activity is concerned with assisting an organisation to analyse its objectives in order to articulate relevant criteria for judging success/failure; to work out the kind of information required to inform these criteria; and to develop adequate mechanisms and methodologies for collecting the relevant information.

These activities must be chosen to help the particular situation faced by each organisation.  The order or combination with which they are used are selected primarily to reduce the resistance to change, to fire the enthusiasm to try new ways and to awaken an ongoing process of critical self-consciousness in the leaders of the organisation.  

One of the major goals of any OD intervention is to leave the client with the skills, attitude and understanding to continue the process on their own.
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