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Four Processes for Diagnosing, Developing and Maintaining Organisational Health
Just like any other living thing, organisations have needs that have to be taken care of to ensure that it retains its vitality into the future.  This article highlights four important ingredients that help us to better understand as well as nurture healthy organisations.
An organisation is not a mechanical system. On the contrary, it tends to exhibit the characteristics of a living being. The health of the organisation "being" will vary, depending on how certain "life" processes are being cared for or neglected. There are many of these daily, weekly and longer‑term processes continuing in the organisation. Not all of them can be kept constantly in mind. There are four major processes which seem to be vital to the long‑term health of the organisation and therefore need to be nurtured and maintained.

A. The building of the “future will” process

There is a very strong human and organisation tendency towards routine, towards dealing with the problems of the present (most of which come from the past anyway), towards immediately dealing with crisis and putting out fires. This is often disheartening and demotivating because as soon as one crisis or problem has been solved there seems to be another to take its place. Working towards a consciously chosen future vision has an enlivening, motivating and encouraging effect. The process of continually exploring, building‑on or recreating a future vision for the total organisation to be shared by everyone is vital to release the human energy, ability and creativity to accomplish. This process should live not only for the total organisation but for each department, team and individual as well. Each part of the organisation needs to be encouraged to explore how they can most creatively contribute to the organisation vision. They need their own vision of success for themselves or their own department. True motivation or the will to contribute does not come from outer rewards but from the individual striving to achieve meaningful goals. If correctly handled, this process releases and focuses the human energy in the organisation.

In practice it means facilitating the people in the organisation to question and explore their collective identity and purpose and to encourage every department and individual to do the same. It needs to be supported by the continual recognition and celebration of successes and even the welcoming of the learning that can be derived from failures. As a process it needs to receive a life‑giving boost every two to three years to prevent routine and habit from taking over again.

B.  The building of social relationship process

Adults today seem to be becoming more and more individual. This is important because it is vital for us all to grow from dependence on others through being truly independent, able to stand on our own, to have our own viewpoint, towards a society where we can be truly interdependent. This true interdependence of mutually helping each other to succeed should be the goal of humanity. At the moment however it seems unattainable. It seems impossible because as each of us becomes more independent from our fellows, we tend to become more individual and anti‑social. We only have to look at the mess we are in with the visible conflicts, violence, crime, the struggle for power over others, the denial of other's rights, the "me first" attitude that pervades our communities and society today. The picture is rather gloomy. The same thing we see outside in the world we bring subconsciously into our own organisations.

It is vital that enough attention is given to the regular building of a sense of interdependence, of being a team, of the need for win‑win behaviour. Processes need to be introduced in the organisation so that people can be helped to recognise the true potential in themselves and others. They need to explore ways how they can best together release this mutual potential towards achieving their shared goals.

We are not talking about just meeting socially for a barbecue or a party, although that also may be needed to help the process. We are talking about finding ways to start to understand how in the organisation we are all interdependent and need to help each other to discover and release our individual talents towards serving our shared work. It is a process that is not only internal but needs to involve those we serve who actually often come with more talents than we do. How can we together with them learn to interdependently change the world we live in towards creating a new society? In trying to build and maintain this process in the organisation we will be disappointed by individuals breaking trust with the group, by clique formation, by open conflict, by individuals feeling victimised and so on. The anti‑social forces in each of us today means that even if we form a strong and vibrant team it will need enormous, regular, individual and shared effort to maintain it.

C.  The learning process

Generally speaking, we are all very strong doers. We are not too keen to be evaluated or even to evaluate our own performance and achievements. However, the most important reason for evaluation is not to measure and control our effort, performance and achievements but to help us learn from all the experiences we have had on the way. This process is the most important for building the future potential of individuals and the organisation as a whole. 
How can we strengthen how we learn, cooperatively and collectively, and in so doing not only draw lessons from the past but also create cooperation for taking those learnings into the future?  A key challenge here is giving good attention to the quality of our learning processes, as well as sufficient time.  The more complex the work, the more time we need to put aside to reflect on our experiences, before we draw learnings and new plans.
See Chapter 7 of the Barefoot Guide for more on this.

D.  The process of increasing consciousness or awareness

The organisation is not a collection of people with their resources and procedures.  It is a distinct and developing working relationship between people, using their various capabilities and resources. It is formed by them. Every change of policy, every hiring of new people, introducing computers, and so on will change the organisation.  Essentially, the people create the organisation between them as a shared living idea, desire and set of agreements about what they are doing, how they will work together, and why.
Maintaining and increasing the capacity of the organisation in our rapidly‑changing environment demands a new sort of awareness or consciousness of everything we do or do not do, and of how we do it. This continual observation of every facet of the organisation and the ongoing struggle to find better ways of doing things enables us to better serve the world.
The facilitating and maintaining of an ongoing process of organisation development demands continually developing new "eyes" with which to see old situations. It demands that we learn to think in new ways and to act more creatively. Doing more of what we do at present or continuing to do things the way we have always done them will not be enough to build a new society. We have to find new and innovative ways to tackle the enormous problems of poverty, health, education and so on which seem only to be getting worse. This process of increased consciousness or awareness is an attempt to create organisations capable meeting the future.

The process demands that individuals are encouraged to question everything they and the organisation do and how they do it. Not to question everything at once. This would be pointless and exhausting. They need to be encouraged to risk and to innovate. The process needs to encourage self reflection, self‑direction. It needs risk and experimentation. It could even be said that unless mistakes or failures are being made the process is not active enough. This development of new ways of looking at the world and experimenting with new ways of working needs to be encouraged.
These four processes interact with one another. However for an organisation to be truly healthy all four need to be consciously maintained. Many of the common problems in our organisations can be ascribed directly to the neglect of one or more of these processes.
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