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The Coodyear Tire & Rubber Com- 

pany last July announced a new con- 
cept in tires, reparted in the press as 

likely to “exceed the govemment’s 

highest hopes for a tire that would 

save gasoline.” The new “elliptic” 

tire, described as a significant ad- 

vancement over radials (the most re- 

cent, previous innovation in the tire 
market), was strategically introduced 

into the marketplace to those who 

would be in a position to judge its 

functional success. 

In addition to officials from Ford 

Motor Company, General Motors, 
American Motors, Chrysler, and 

Volkswagen, the manufactura in- 

vited officials from the U.S. Depati- 

ment of Transportation and 30 

newsmen to the introductory show- 

ings of this new “energy saving” _ 

initial stages of the marketing 

strategy, the company issued press 

statements citing characteristics of 

the new tire that would be advan- 

tageous to the consumer. 

The “elliptic” tire event serves as 

an example of the carefully designed 

marketing appmaches that are used 

by organizations to introduce prod- 

uct or concept innovations to popula- 

tions outside their confines. 
But what about innovations that 

are introduced within the organiza- 
tion itself? How much effort and ex- 

pense does the typical organization 

ex& to gain interna1 acceptance of 

and demand for innovations in such 

areas as financia1 reporting, strategic 

planning, organizational structur.9, 

information pmcessing, and o!her 

key activities? 
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Current marketing practica and 
research in innovation theory are 
mutually supportive in their ap- 
proaches to introducing innovations, 
which must generally meet a number 
of criteria before they can be re- 
garded as successful. First, the in- 
dividual and the organization musr 
believe that the innovation is com- 
paratively advantageous “ver that 
which it replaces. Second, it must he 
compatible with the potential “ser’s 
values, past experiences, and needs. 
Third, it must be see” on a limited 
basis to ensure its trial-ability. 
Fourth, the results of the innovation 
must be observable before the in- 
novation is accepted. Finally, the 
innovation should he viewed as 
reasonably simple and easy to under- 
stand. Before introducing the inno- 
vation to the market, it is therefore 
essential to study potential “sers in 
terms of their historical and current 
trends of acceptance, values, con- 
cems, capacity to change, and re- 
lated factors. 

Organizations ca” similady hen- 
efit by designing and implementing 
stmtegies that incorporate the same 
criteria for introducing innovations 
within the organization. 
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Most managers agree that the key 
t” future corporate growth depends 
largely o” hoy successful we are at 
introducing innovations in response 
to rapid changes in ““r environment. 
we might &o agree that the 
technology of organization develop- 
ment ca” be ai effective means to 
this end. Yet, despite an increasing 
number of textbooks and other writ- 
ings that seek to clarify its purpose, 
Few line managers “nderstand “or- 

ganization development,” and fewer 
still use its technology effectively. 

We have, then, an organizational 
paradox: While many operating man- 
agers are attempting to employ the 
technology of organization develop- 
ment to effect needed changa, they 
are more oRen than not bewildered 
by the implications of the word “or- 
ganization” juxtaposed with the word 
“development.” Some equate the 
tenns with a corporation’s acquisition 
strategy. For others, organization 
development signifies sensitivity 
tmining, group problem, solving, or 
team building. And, for still others, 
organization development is as- 
sociated with educational workshops 
conducted by the company’s training 
department. 

Most declamtions conceming the 
need ta introduce the technology of 
organization development to line- 
management f”nctions amount to 
more oratorical proclamation than 
commitment to action and perfor- 
mance. We often overkwk the impli- 
cations and obligations suggested, if 
not promised, by this task, and the 
implementation of o”r approach still 
leaves much to be desired. If these 
observations are valid, it is clear that 
we need to design alternative 
strategies for introducing organiza- 
tion development to line managers. 
The strategy “sed at a majar multina- 
tional corporation (BFGccdrich) to 
achieve this objective is outlined be- 
1OW. 

Assesslng historical tnnds 

To introduce the technology of 
organization development to line 
management effectively, we he- 
lieve it is important to study the 
history of the organization and to un- 
dentand its begjnnings, technology, 

resources, strncture, and manage- 
ment style. This background ap- 
peas “ecessaty to gain what the 
Germans term a weltanschauung-a 
comprehensive view of the organiza- 
tion based on where it has been, 
where it is “ow, and where it wants to 
be in the future. Gaining this view of 
the organization is analogous to the 
marketing professional’s concern for 
historial trends that might serve as 
s”ccess predictors of an innovation. 
Thus, as a first step in the overa11 
strategy, we conducted a” intensive 
historia4 study of the BFGoodrich 
goals, technology, structure, prod- 
“cts, people, policies, and “orms. 
The study served as a hasis for de- 
termining the type of innovative ap- 
proach best suited to the “culture” of 
the organization. 

To be effectively introduced 
within an organization, an innovation 
m”st be viewed as compatible with 
both individual and organizational 
goals. The importance of such com- 
patibility was articulately stated hy 
Rousseau in The Social Contmct: 

association that will deferid and 
protect with the whole cmmno” 
force the person and good of each 
associate, .ud in which each, whde 
uniting himself with all, may still 
obey himself alone and remain as 

In their famous Hawthorne 
Studies, F. J, Roethlisberger and 
W. J. Dickson suggested that man- 
agement has two maj,or functions: to 
secure the profitability of the total 
organization and to secure the 
“equilibrium of the social organiza- 
tion so that individuals ccmtrib- 
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uting their service to this common 

purpose obtain personal satisfac- 

ttins that make them willing to 
cooperate.” Behaviorist Chris Ar- 

gyris also concerned himself with 

how an organization can be created 

where tbe individual can obtain 

maximum expression while “the or- 

ganization itself may obtain optimum 

satisfaction of its demands.” The 

International Congress of Applied 

Psychology devoted an entire con- 

ference to a discussion ofhow people 

can work together in a manner that 

will satisfy their needs as well as the 

objectives of the organization to 
which they belong. One of the most 

important conclusions fiom this con- 

ference suggested that, to success- 

fully introduce innovations within an 

organization, the organization and 

each employee must feel that they 

henefit from it. 

In our example; the compatibility 

ofindividual and organizational goals 

was initially achieved by incorporat- 
ing the need for organization de- 

velopment into the actual operating 

principles of the corporation. This 

was accomplished hy having the 

company’s senior management reach 
a consensus on a statement of cmpo- 

rate philosophy, objectives, and 

principles. Tbis statement, which 

was ultimately drafted into a public 

document, outlines the company’s 

financial and operating principies to 
be observed as management creates 

its strategic plans and manages the 

business of the enterprise. The pre- 

lude to the first operating principie 
reads in part: 

prtant part ofo”reffectlve”ess re- 
lates to the oeoole within the or- 

The principie states: 

To meet the company’s objectives, 
the recruitment, retention, and 
promotion of bighly motivated in- 
dividuals with superior perfor- 
mance capability will be required. 
Therefore, systems for recruit- 
ment, training, and development 
will include carefully devetoped 
criteria and rigorous selectivity and 
be consistent with the company’s 
commitment to provide equal 
employment opportunities to 
people regardless of race, xx, or 
ethnic origin. In addition, the 
cmnpany will stress the technology 
of management and organization 
development, with specific focm 
on interpersonal relationships 
among individuals and business 
groups. 

By incorpaating the need fbr or- 

ganization development into the 

formal operating principies of the 

corporation, each employee was 
given the opportunity in group ses- 

sions, similar to those of executive 

management, to link their individual 

objectives with that of tbe organiza- 

tion. Such an opportunity me& the 
first and second requirements ibr in- 

troducing innovations within organi- 

zations: showing both the organiza- 

tion and the individual that the inno- 

vation is mutually advantageous and 
compatible with their respective 

goals. 

Enshrining organization de- 

velopment in an official company 

document with executive manage- 

ment’s public endorsement served as 

a strategic vehicle for improving the 

potential acceptability of the innova- 

tion within the various segments of 

the organization. The document thus 

served as a “form of association,” to 

use Rousseau’s words, for the innova- 

tion. 
Organizations typically spend a 

great deal of time and effort training 

their marketing personnel for sales 

outside the organization, yet they 

often neglect training interna1 per- 

sonnel who would be more likely tc 
successfully implement innovationr 

within the organization. Most re- 

search suggests that the aceptance 

of an innovation witbin the organiza- 

tion is directly related to the knowl- 
edge and skills of intemal personnel 

who are in the hest position tc, intro- 

duce innovation in that they: (1) know 

the system, (2) understand and speak 

the language of the organization, (3) 

understand the norms of the organi- 

zation, (4) identify with the organiza- 

tion’s needs and goals, and (5) are 
familiar with the potential users. 

Thus a majar component of tbe 

company’s strategy consisted of de- 

veloping an educational program for 

training personnel within the organi- 

zation to help introduce other inno- 

vations through the technology oí 

organization development. The cur- 

riculum, which is accredited by a 
majar university, alternates five 

ene-week workshop modules (see 

chart) witb normal working assign- 

ments, enabling participan& to ex- 
periment with and apply their learn- 

ing over a ene-year period. 

The philosophy underlying the 

module sequence is to alternate con- 

ceptual with practical modules as 
well as technical skill development 

with interpersonal skill develop- 

ment. Workshop modules are 

scheduled hvo to three months apart, 

depending upon the availability of 

the participants and the operational 

requirements of the corporation. 

Since the curriculum represents a 

collaborative effort betweeh the 

company and the university, partici- 

pants can rece& 15 hours of 
graduate or undergraduate credit 

leading to a degree in organization 

ganization, i;is Lcessary to entitle 
ourfrst statement of philosophy, 
Qunlity of Personnel and orgoni- 
zafion Deuelqment. 
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