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Creating an Environment 
for Successful Projects
Robert J. Graham and Randall L. Englund
( Jossey-Bass, San Francisco; 1997) $32.95

Reviewed by John D.Trudel CMC

The title of this book misleads. Project
management methods (also called

program management) come from the
government sector. Most of what we
hear at project management conferences
is about control, justifying efforts, allo-
cating responsibility and blame, and fast
cycles. The grand triumph of project
management was the USA’s program to
put a man on the moon.The dark side of
project management is grim bureaucracy,
failed programs, and cost overruns.East-
ern Europe was run by centrally con-
trolled programs. So is the U.S. Postal
Service.This book is not about manag-
ing those kinds of projects; its methods
will not help fix the U.S. Internal Rev-
enue Service or improve road mainte-
nance. Rather, this book is about
developing new commercial products. It
is interesting writing by two seasoned,
competent professionals who helped do
that for one of the best firms in the
world, Hewlett-Packard.

The innovation and engineering por-
tions of new-product development are

unique.After all, we only get to invent a
new technology once.Because Industrial
Age business was about standard prod-
ucts and incremental refinement, most
corporations have little experience man-
aging innovation, and few are good at it.
To make matters more difficult, champi-
ons of new products are typically mav-
ericks; they have difficulty fitting into
standard corporate routines. As a result,
many large businesses are ringed with
spinoffs founded by employees who left
to develop the new products their em-
ployers failed to develop.

Hewlett-Packard is one of the best I
know at new-product innovation. It suc-
ceeds in part by framing new-product
development as project management, and
then managing those projects well.The
authors of this book say,“Reengineering
involves reexamining what the organiza-
tion is doing and striving to do it better.
Project management is about what the
organization is going to do; it represents
the future, not the present.”The need
exists to develop infrastructure that allows
doing a wide diversity of new-product
development projects consistently well.
This book takes the practices of a truly
excellent company,Hewlett-Packard, and
some practices from General Electric, and
shows how they might be applied to
develop and maintain steady growth with
new products.

The authors describe what others
have achieved, and they tell how to get
started.Yet, I find the book’s best con-
tent not in what or how,but in why.The
book is rich with examples of why typ-
ical management behavior interferes
with new-product development. It
clearly explains why upper managers are
fearful, why corporate communications
are so often poor, and, yes, how to fix
such things.The goal is to give project
managers the freedom, training, and sup-
port to run rather autonomous and
effective new-product development pro-
grams.

The methods work well for Hewlett-
Packard, but may not for many compa-
nies, probably because innovation does
not lend itself to standard solutions.Also,
most firms—even most large, multina-
tional firms—are light-years away from
the sophisticated management at
Hewlett-Packard. Indeed, there is a huge
gap between Hewlett-Packard and the
norm. Studies report that 21 percent of
U.S. manufacturers spend nothing on
research and development. Investment in
R&D has, on average, been declining in
most all companies.The top 200 com-
panies in the United States have been flat
in sales and eagerly downsizing for years.
Most managers are far more concerned
with making their numbers this quarter
than with long-term growth. Hewlett-
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Packard, on the other hand, gets well
over half its sales from products under
two years old, and its sales are by no
means flat!

Yet, if we were retained as manage-
ment consultants to renew an organiza-
tion and its products,we would not start
with project management or new-prod-
uct development.We’d start at a much
higher level, because profitable growth
takes vision, leadership, top management
commitment, strategy, and a culture that
supports investment in change and inno-
vation. Hewlett-Packard has wise lead-
ership, and it invests in innovation.
Without that kind of leadership, attempts
to improve organizations by delivering a
flow of new products will fail.

Late in the book, the authors caution,
“If you are not able to get top manage-
ment support, simply wait.”They predict
failures will grow and sales will decline.
“Then a new CEO will be appointed
who will no doubt trumpet the virtues
of project management, and you will
then have senior management support.”
I admire optimism,but that prediction is
naive. More likely, CEOs, trying to save
their jobs, will bring in the accountants
and replace expensive product-develop-
ment professionals with reengineered
processes and cheap labor.When that fails
to produce profitable growth, as it always
does, those who replace those CEOs
may well take a chainsaw to the organi-
zation—and often mortally wound the
business in the process.

So, this book is probably best for
those who are already successful and
committed to growth through new-
product development.They can learn a
lot here, and profit from it.The rest, I
fear, will not be changed—despite ir-
refutable evidence that innovation and
new-product development are essential
in every business, and cannot be left to
chance. They must be managed, and
managed well.

John D. Trudel CMC helps clients prosper through

business innovation: gaining competitive advan-

tage with superior technology, market fit, and

implementation. He is in Oregon (USA) at 

503-638-8644, or www.trudelgroup.com.

The One Best Way:
Frederick Winslow Taylor 
and the Enigma of Efficiency
Robert Kanigel (Viking, New York; 1997)
$34.95

Reviewed by Fred Nickols

F red Taylor’s life and work have finally
received fair treatment. Robert

Kanigel’s study of Taylor and scientific
management is balanced and thorough.
Taylor deserves some of the criticism that
is regularly leveled against him, but a
good deal of it is unjust.We owe Taylor
a great debt for having laid much of the
foundation for the profession of man-
agement, and perhaps even management
consulting.Kanigel makes clear the form
and substance of Taylor’s legacy, both its
curses and blessings.

Fad-addicted managers and execu-
tives aren’t likely to read Kanigel’s book.
The text runs well over 500 pages.Yet,
for all its size, it is easy to read. Kanigel’s
style is simple and direct; no reading
between the lines is required.Consultants
who peddle the latest fads will make a
mistake by not reading it. It shows clearly
the origins and roots of workplace phe-
nomena such as reengineering and total
quality management. It also shows that
what Deming and Juran carried to Japan
after World War II was in great part so
warmly received because Taylor’s ideas
were already well ensconced.

The tale Kanigel tells is of a man in
the grip of his own vision and rhetoric.
Taylor, a son of privilege, was initially,
perhaps, not much more than curious.
His experiments in making work more
efficient were aimed at determining (sci-
entifically, of course), how much work a
“first-class man” could perform. Only
later did he portray himself as bent on
righting the many wrongs in the work-

place. Taylor believed workers would
receive extraordinary increases in wages
in return for extraordinary increases in
output. Unit costs, of course, would
decrease significantly, making possible
reduced prices and increased profits. It
was a win-win-win proposition: higher
wages, higher profits, and lower prices.

Time study, motion study, standard-
ized tools and materials, methods sim-
plification, careful selection and training,
rigorous measurement, endless and
expensive experiments, even bench-
marking (although it wasn’t called that
in Taylor’s time)—all these and more
mark what came to be known as scien-
tific management, or Taylorism. Yet 
Taylor decried these as not being the
essence of his work.

He claimed instead that the true
mark of scientific management was a
“complete mental revolution” on the
part of management and the workers.
This revolution called for “hearty coop-
eration” among other things, by which
Taylor meant collaboration between
management and workers to build larger
surpluses instead of quarreling over how
to divide existing profits.

Taylor’s scheme was rational enough;
indeed, its flaw was that it was too ratio-
nal.There was no place in it for workers
as human beings. It goes too far to say
that Taylor thought the worker was a
mere automaton, but it is not an over-
statement to say that he saw workers as
just one element in a system, and that he
thought workers should do the work and
management should exercise control.For
Taylor, the relationship between work-
ers and the company was a straightfor-
ward economic transaction:pay in return
for work performed. Ideas such as mean-
ing, a sense of identity, or empowerment
(what Tom Peters, 75 years after Taylor’s
death, called “a modicum of control
over one’s destiny”) never appear in
Taylor’s work. Since those matters could
not be timed or observed,Taylor found
them irrelevant.All his life, but in later
years especially, he was puzzled by what
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Douglas McGregor would much later
call “the human side of enterprise.”

Kanigel tells Taylor’s story with a re-
markably even hand.Taylor’s foibles and
faults are presented, but not harshly.Tay-
lor’s many strengths are also presented,
but not in the same aggrandizing way
that marks Frank Copley’s authorized
and sanitized 1923 biography.

Students of Taylor, scientific man-
agement, and the study of work will find
it all here:Taylor’s Quaker heritage, prep
school at Philips Exeter, eye strain, his
apprenticeship, Midvale, Bethlehem
Steel, Schmidt,high-speed steel, the giant
steam hammer, the metal-cutting exper-
iments, the testimony before Congress,
William Sellers,Carl Barth,Henry Ganti,
and Joseph Wharton.Whether as a boy
touring Europe with his parents, a young
man working as a machinist’s apprentice,
the obviously full-of-himself manage-
ment consultant, or the fiery father and
advocate of scientific management,Tay-
lor is always center stage.That befits the
dramatic player he was. Like him or not,
Frederick Winslow Taylor deserves
respect, and Kanigel gives him his due.

Fred Nickols is an executive director and head 

of strategic planning and management services 

at Educational Testing Service in Princeton, NJ

(USA). He is also a senior consultant with 

The Distance Consulting Company. 

Juran: A Lifetime of Influence
John Butman ( Wiley, New York; 1997)
$29.95

Reviewed by Charles B. Dygert and
Richard Jacobs 

S ix people get most of the credit for
the movement to improve quality:

Armand V.Feigenbaum,Kaoru Ishikawa,
Philip Crosby, Walter A. Shewhart,
William Edwards Deming, and Joseph
Moses Juran.This is the story of Juran,
and to a great extent the story of the

evolution of the quality movement.Even
if quality is not your primary concern,
Juran deserves your attention because he
is surely one of the great management
consultants of our time.

Juran was born in 1904 in Romania,
and spent his early years in hardship and
poverty. He moved with his family to
Minneapolis in 1912, to a tar-paper
shack and seven years of menial work to
help his family survive. He earned a
degree in electrical engineering from the
University of Minnesota in 1924, and
took a job in the inspection department
(today that would be quality control) at
Western Electric’s Hawthorne Works.

Hawthorne Works was,of course,one
of the great factories of the age, and the
birthplace of many ideas that have
changed the way we manage. In 1924,
Hawthorne Works had 40,000 employ-
ees, 5,000 doing inspection. There, as
Juran’s publicist put it so eloquently,
“Juran gained a visceral understanding of
the bedrock issues of quality.He learned
the sound of a machine malfunctioning,
heard the complaints of a skilled opera-

tor betrayed by shoddy materials, and
discovered the consequences of poor
quality control.”

He was fortunate to have Walter
Shewhart as a technical mentor in a team
project with Bell Laboratories. Shewhart
had been a physics professor and worked
his understanding of variation into a chart
for statistical control.With that, an ana-
lyst can see whether an event is random
or the result of an assignable cause; if the
latter, it can be discovered and eliminated.
It’s not an exaggeration to say that Juran
learned the basics of quality management
as they were being developed. He
watched and participated in their birth.

During World War II, Juran went to
Washington, D.C., to work in the Lend-
Lease program,an operation that enabled
the United States to provide military
equipment to the British before the
United States was officially involved in
the war.There, for example, he and his
team cut the time it took to process a
request for materiel from 90 days to 53
hours. During that time, Juran had a
superb manager as a mentor: Edward

Q U A L I T Y is an idea; it changes with time.
As the world entered the twentieth cen-

tury, quality implied an essential goodness
of nature (a thing of great quality) or a spe-
cial, usually expensive, grade of manufac-
ture (high-quality goods).

In the second half of the century, qual-
ity escaped its burden of luxury and was lib-
erated from its association with high cost. It
emerged as a classless idea that comprises
precision (expert execution of manufacture
or service delivery), reliability (no failures
or mistakes), usefulness (meets a need),
and a positive response from those who
encounter it (satisfaction and even enjoy-
ment).

As the twenty-first century nears, the
idea of quality has taken on an even richer,

broader meaning. It is no longer consid-
ered to be a methodology for improvement
and cost reduction primarily of industrial
products and commercial services. We seek
to apply quality methods to improve entire
systems: organizations, governments, edu-
cational systems, the environment,
national cultures.

This powerful idea has been shaped and
refined, starting early in the twentieth cen-
tury, through the efforts of a small num-
ber of quality advocates and practitioners.
Their ideas catalyzed into dramatic action
our natural inclination to improve; their
methods and tools have enabled us to
improve more quickly than we might have
otherwise.

From Juran: A Lifetime of Influence
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Stettinius had been a successful executive
at General Motors and U.S. Steel before
joining the war effort. He modeled a
commitment to change, an open mind,
good intuition,deep social consciousness,
and contagious enthusiasm. He was fun
to work for, and Juran saw clearly that
Stettinius brought out the best in others
in a way that Juran never did or would.

He knew by then he was not cut out
to be a manager. but he had developed
excellent skills as an analyst and problem-
solver.We management consultants can
readily identify with that: superb man-
agers and superb management consul-
tants are different breeds.

In 1945, Juran joined the faculty at
New York University and directed his
efforts toward teaching, writing, and
consulting.He published two books; and
then in 1951 his Quality Control Hand-
book. That really made his reputation 
as an expert, and is still essential reading
for all serious students of quality man-
agement.

Soon thereafter, he went to Japan to
join the effort to revitalize the country
after the massive destruction of World
War II.His most significant teaching and
consulting began there, and continues to
this day as leader of the Juran Institute at
the University of Minnesota.

Butman says, “Juran is distinguished
by the breadth and depth of his knowl-
edge, the clarity of his ideas, the practi-
cality of his methods, the scope of his
activity, and his extraordinary longevity
as a major contributor to the field.”Here
are a few ideas that established his repu-
tation,helped his clients, and are still use-
ful today:

■ Early on, Juran defined quality as fit-
ness for use. More recently, he’s seen
quality as an organized approach to
improve entire systems.

■ There are two universal sequences of
action: one for achieving break-
through, one for achieving control.
Breakthrough is the process whereby
new knowledge is acquired and

translated into change, for improve-
ment, new products, etc. As these
changes slow, and processes stabilize,
control is reintroduced into the sys-
tem to maintain the improvements
that have been achieved.

■ The cost of poor quality is what gets
management’s attention.

■ It is essential to identify and elimi-
nate chronic waste.

■ Use Pareto analysis (the 80/20 rule)
to target the best opportunities for
improvement, thereby putting the
effort into the few factors that yield
the greatest effect.

■ The Quality Trilogy concept can be
used in any situation: Quality Plan-
ning prepares an organization to meet
quality goals; Quality Control
achieves quality goals in operations;
Quality Improvement breaks through
to higher levels of performance.

■ Continuous improvement is the ob-
jective. In Japan, this is often called
kaizen. In the West, it is often known
as total quality management (TQM).

■ Engineers and people on the shop
floor speak about things. Executives
speak about money.Middle managers
must translate the language of things
into the language of money for the
benefit of executives.And they must
translate financial objectives and
results into the language of things for
the benefit of those in the plant.

■ The culture is different too. Execu-
tives are reluctant to leave the com-
fort of their offices and get into the
real world of work. But they must if
they are to manage it. If executives
aren’t involved, the commitment nec-
essary for improvement is absent, and
improvement will not occur.

■ And ultimately, management is re-
sponsible for quality. Management
makes policy, chooses designs, makes
plans, organizes for performance,

measures what is happening, reviews
results against goals, and initiates
action on significant variations.

There’s much more in the book for
those who are interested.Without creat-
ing a mini-manual on managing quality,
we suggest this book can be read as a
manual on how to become a world-class,
legendary management consultant.The
important steps are these: Start with
poverty that gives you an insatiable drive
to make contributions that deserve great
rewards.Get a good basic education.Get
hands-on experience, in a vital environ-
ment, with a brilliant mentor at hand.
Move on to become an essential part of
a large, key project.Know the difference
between great executives and great ana-
lysts/advisors, and make sure you are the
latter. Invest heavily in clarifying your
ideas well enough to write them down.
Publish a definitive book on your sub-
ject.Try your ideas out in a major turn-
around.And work passionately, without
ceasing, to sell an idea that when imple-
mented makes a significant and measur-
able difference in the performance of an
organization.That’s what Juran did. Let
us do the same.

Charles B. Dygert Ph.D. is a consultant and 

professional speaker on matters of quality.

Richard A. Jacobs P.E. is a seminar leader 

and division manager with a major utility. 

They can be reached in Columbus, OH (USA) 

by Fax: 614-870-3136 or e-mail: dr.dygert@

worldnet.att.net.

Navigating Change
Donald C. Hambrick, David A. Nadler, and
Michael L. Tishman (Harvard Business School
Press, Boston; 1998) $35

Reviewed by Charlton R. Price CMC

W ith or without our coaching, do
executives control and direct

change, as the current conventional wis-
dom says they can and do,or do they just
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cope with change,more or less well? The
title and most of the contents of this
book say they just cope. In this era of
pervasive and continuous change in all
organizations and environments, most
executives merely navigate change, they
don’t manage it.

Those who aren’t navigating well are
those who are still trying to use some
version of a command-and-control style.
That may have been plausible when the
usual organizational form was a pyramid.
It was not so long ago that organizations
changed slowly enough for executives to
direct things from the top,or at least per-
suade themselves and others they were
doing so.Today the pyramid metaphor
should be obsolete.A new metaphor has
not yet replaced it.“Vibrating beanbag”
would sure be accurate for many orga-
nizations.

The authors here, and many others,
have noted that the forms, functions, and
environments of organizations now dif-
fer from the past.There is unavoidable
uncertainty about the organization’s
future, even in the short term.There is
unrelenting and increasing demand to
enhance shareholder value, and immedi-
ate negative consequences, especially for
current management, when that doesn’t
happen. Ever-higher profit through
higher productivity seems to be the only
way to maintain, let alone increase, share-
holder value.And many executives now
acknowledge what has always been true:
productivity depends more on people’s
motivation than on technology.

Yet what motivates people to work
has also changed. The organization is
now expected to provide opportunities
for personal and professional growth
more than a job for life.Through reengi-
neering and right-sizing, employees have
learned they are basically expendable and
replaceable. Increasingly they cope with
this by reciprocating—they come to
regard the organization as expendable
and replaceable, simply a place to affili-
ate for awhile if that helps advance their
careers.

So, what styles of leadership and
management are emerging to navigate
change under the conditions just
described? Hambrick and Tishman (aca-
demics), Nadler (a management consul-
tant), and their co-authors, say there is
no one style that fits all.CEOs, top man-
agement teams, and boards of directors
in one particular situation do not neces-
sarily face the same issues as those in
other situations.Thus, the essential task
of management becomes one of antici-
pating, guiding, and improvising ways of
coping with continuous change, both
within and outside the organization.And
there are few guides or rules for this.
There is not enough information yet to
see whether there are rules to navigate
change, and if so what they are.

This book is more significant for
management consultants than for man-
agers.That may be because the discus-
sions in it come from a conference on
the subject at Columbia University, and
the book presents academics and con-
sultants talking among themselves about
these issues.That kind of serious con-
versation should be part of what we do
for a living, and it’s useful to watch oth-
ers do it here. To evaluate the book’s
assertions, test them against your personal
experience with your own clients.

The best and most persuasive piece
for me is on the vicissitudes of leader-
ship. It’s by Manfred F. R. Kets de Vries,
clinical professor of management and
leadership at INSEAD, the European In-
stitute of Business Administration. His
basic premise is that executives learn
early in their childhood, in their fami-
lies, how power and authority work.That
creates models in their minds that
strongly influence the way they act and
make decisions, the way they design and
run their organizations.That mindset is
not easily changed; it is a given with
which we consultants have to work.

That is conventional wisdom, right?
Yet, in our consulting, do we consciously
use that wisdom to make sense of our
clients’ behavior, and of why we our-

selves act as we do in our relationships
with them? Along with very few other
management consultants (notably Harry
Levinson), Kets de Vries shows why we
must take seriously the reasons why peo-
ple behave as they do, and then use those
insights consciously and constantly if we
are to be effective consultants.

Charlton R. Price CMC of Kansas City, MO 

(USA) consults internationally on strategic 

planning and on the development of consultants

and consulting organizations. He can be reached

at Tel: 816-942-1698, Fax: 816-942-9222, or

e-mail: charlton_p@hotmail.com.

The Loyalty Effect:
The Hidden Force Behind
Growth,Profits, and Lasting Value
Frederick F. Reichheld with Thomas Teal
(Harvard Business School Press, Boston; 1996)
$24.95

Reviewed by Bradley E. Hosmer CMC

Loyalty binds family, community, and
friendships; and it’s nice to work

where we can give and receive loyalty.
But hasn’t loyalty been killed by layoffs
and downsizing? Hasn’t it been elbowed
aside? Isn’t loyalty irrelevant in a bottom-
line world? Frederick Reichheld says no.
He makes a powerful case from his own
consulting experience at Bain & Com-
pany that loyalty should be nurtured and
pursued as a fundamental business strat-
egy because high loyalty produces supe-
rior bottom-line results.

He says the average company loses
half its customers in five years, half its
employees in four years, and half its
investors in less than a year. Those
departing take with them some knowl-
edge that is irreplaceable.Thus, the typ-
ical company loses most of its core assets
every five to ten years. It takes a massive
effort just to replace the losses caused by
that churn, and all that must come before
growth can be sought and achieved.
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Consider customer loyalty. Suppose
two companies add 10 percent new cus-
tomers a year; company A has 95 percent
customer retention, while company B
retains only 90 percent. In fourteen years
company A will double in size while
company B will not grow at all. More-
over, because of superior loyalty, com-
pany A’s customers are more profitable. It
costs less to keep customers than to get
them; money is saved as companies and
customers learn to work together; satis-
fied customers generate more referrals;
and it’s much easier to get better prices
from loyal customers than from those
who are not.The net result is that com-
pany A outperforms company B on most
measures. Generally, retaining 5 percent
more customers increases the value of
the customer by 25 to 100 percent; in
advertising agencies it’s 95 percent, in
credit card companies it’s 75 percent, and
in software makers it’s 35 percent.

Accordingly,Reichheld advises exec-
utives to seek customers who are likely
to become loyal and avoid customers
who are not.This requires studying their
loyal and disloyal customers to under-
stand where they come from and how
they were attracted to the company, and
then purposefully doing more of what
produces loyal customers and less of what
does not.To illustrate,“one auto insurer
found that its worst new risks, as well as
its least loyal customers, very often found
the company’s agents through advertise-
ments in the Yellow Pages. Needless to
say, the company now discourages its
agents from placing such ads.”

Consider employee loyalty. Prof-
itability improves dramatically when a
company cuts turnover. Reichheld cites
a trucking company that boosted profits
50 percent by cutting driver turnover in
half. Similarly, a stock brokerage in-
creased the economic value of its bro-
kers 155 percent by reducing turnover
from 20 to 10 percent. Chick-Fil-A, a
restaurant chain, inspires loyalty in its
store managers by aligning their objec-
tives with those of headquarters: it shares

store profits fifty-fifty. Small wonder that
Chick-Fil-A outperforms other restau-
rant chains seven to one on employee
retention.

Another example is State Farm In-
surance,which takes extreme care in hir-
ing new agents.Their training includes
two or three years as employees before
they’re eligible to become agents. As
agents, they are responsible for all aspects
of running their agency and do so with
little interference from headquarters.
Their loyalty is 80 percent, far above the
20 to 40 percent typical in the industry.
It’s no coincidence that, relative to peer
companies, State Farm sets the standard
for profit.

Consider investor loyalty. Reichheld
notes that since 1960 investor turnover
in the United States increased from
about once in seven years to once in two
years. Corporate owners are even more
transient than employees and customers.
The major reason is investors who pres-
sure managers to boost earnings in the
short term.These are mostly institutional
investors, most of whom are not loyal to
any company, only to the economics of
buying and selling for immediate gains.
This destructive practice makes compa-
nies hard to manage, and systematically
erodes the effort to create lasting value.
Reichheld recommends four ways to
counter that and improve the loyalty of
investors:Educate current investors, shift
toward institutional buyers who avoid
churning, attract more loyal core own-
ers, and if those methods fail, go private.
As more investors buy and hold (that is,
become more loyal), management gets
the time to focus on creating lasting
value.

Not incidentally, it is the idea of
value—and especially the idea of a com-
pany as a system that creates value—that
ties Reichheld’s work together.As com-
panies provide more value to their con-
stituencies, those constituencies become
more loyal, and that loyalty enables the
companies to provide even more value.
That’s the cycle to seek.

Loyalty, then, becomes the early
warning indicator of the health of the
business. That is very different from
monitoring and evaluating progress by
watching profits. Executives who put
profit before the value they deliver see
problems only when profits decline.
Corrections are made to symptoms, and
that fails to recognize or fix the break-
down of the fundamental value-creation
system. Reichheld discusses measure-
ment systems, including how to analyze
failure and present value, to consider
these issues further, and to put numbers
on the Loyalty Effect.

Overall, this book makes a com-
pelling case for loyalty-based manage-
ment, in ways that are applicable to most
any organization, and useful to most any
management consultant.

I heartily recommend it to you.

Bradley E. Hosmer CMC heads The Beta 

Consulting Group in Concord, NH (USA). 

His specialty is improving performance with 

better business-to-business sales and marketing.

Tel: 603-226-3567, Fax: 603-226-2623, 

e-mail: bhosmer@betacg.com

Large Group Interventions
Barbara Benedict Bunker and Billie T. Alban
( Jossey-Bass, San Francisco; 1997) $30.95

Reviewed by Linda J. Nolte CMC

For years, clients have demanded major
changes, quickly. For just as long,

management consultants have patiently
explained that major organizational
change takes time—lots of time, some-
times years. Clients have countered that
they don’t have time, profits must go up
quarterly, productivity must turn around
tomorrow. Some consultants have re-
sponded to this demand for quick fixes
by offering one-shot group training
events, seminars, workshops, outdoor
team-building, motivational speeches,
and the like.Other consultants see those
interventions as expedient temporary
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solutions that merely postpone coping
with the overall problem. They have
refused to do quick fixes, and have lost
clients as a result.Meanwhile, other con-
sultants have been developing ways to
work that can fulfill both demands—the
demand to create lasting impact and to
do that rather quickly.These are so-called
large group interventions.

Large group interventions are events
that gather all the key members of a
group together in one room for some
days. Prior to these events, the consul-
tant and the client decide who will
attend and what is to be accomplished;
and they work with the proposed par-
ticipants to ensure their attendance and
involvement. Essentially, a large group
intervention is a catalyst to create criti-
cal mass in an organization.That mass is,
of course, a group of people, who be-
come internal change agents with the
time and backing to implement the rec-
ommendations made by the large group.

This book, written by two pioneers
of large group interventions, provides
some history on these interventions and
the forerunners in the field. It then
names and defines the large group inter-
ventions that are generally accepted as
both successful and professional. It
describes the methods used by each
intervention, and presents a case study
and end results.The material is well orga-
nized into several sections that can be
read in any order.The writing is clear
and direct, and there are useful charts and
tables comparing the various methods
and their outcomes.The authors are fair
and objective, with no clear bias for any
one approach.

I have done many large group inter-
ventions over the years, and have been
formally trained in the method called
Future Search.With this book, I am even
better equipped to decide whether a
large group intervention is appropriate,
which one to recommend, when I can
facilitate and when I should turn to oth-
ers, how to keep score on what we’re
doing, and other matters that are essen-

tially important in doing this kind of
work. If you’re doing anything resem-
bling this, you too should find this book
useful.

The first four large group interven-
tions that make the authors’ cut all aim
for agreement on the future direction of
the organization.They generally operate
on the principle that all the participants
in the process are equal and must be
stakeholders, and they all emphasize
action planning.

■ A Search Conference uses a set for-
mat, relies little on experts, uses par-
ticipative democracy to search for
common ground, lasts for at least two
and a half days, and involves 35 to
40+ people.

■ Future Search also uses a set format
and relies little on experts. It searches
for common ground with self-man-
aged small groups, runs three days,
and includes 40 to 80+ participants.

■ Real Time Strategic Change uses a
custom-designed format that is
highly structured, may employ out-
side experts, works with both small
groups and the whole group, offers
daily feedback to participants, takes
two to three days plus follow-up
events,works with 100 to 2,400 par-
ticipants, and requires considerable
competence with logistics to manage
it all.

■ ICA Strategic Planning Process is a
tightly set, logical procedure. Events
of two to seven days are designed
jointly by consultants and a planning
committee, and may involve 50 to
200 participants.

The next four large group interven-
tions that make the cut all aim to im-
prove the design of the work itself, using
structured group-process techniques.
Most do some organizationwide educa-
tion prior to the event.

■ The Conference Model is a series of
five two-day design conferences,with

at least three weeks between each
one.Teams work between meetings
to involve the larger organization. A
typical group is 80+,and parallel con-
ferences can be run for larger groups.

■ Fast Cycle Full Participation Work
Design gets at least one-third of the
employees together (up to 120) for
ten or more days, divided into five
meetings.The ratification of the final
design includes everyone.

■ Real Time Work Design launches
with the whole system present (50 to
2,400 people), and then uses confer-
ences and teams to work through
matters of process, design, adminis-
trative support, the details of actually
doing the work, and implementation.

■ Participative Design is a bottom-up
process wherein management sets
minimum expectations, and each
level designs (using six redesign prin-
ciples), coordinates, and controls its
own work. One distinctive outcome
is people who are equipped with
many different skills.

Finally there are four notable inter-
ventions that work with whole systems
to explore issues, problems, solutions, and
processes.All are highly participatory.

■ Simu-Real uses an action-reflection
format to try out new structures and
processes to promote problem sens-
ing, problem solving, and whole-
system learning.The group advises
management; management decides.
It’s a one-day event, accommodating
50 to 150 people.

■ Work-Out uses a standard framework
to prompt suggestions for problem
solving and process improvement.
Cross-functional groups are common.
The group advises; management
decides. Champions follow through
to implementation. Groups of 20 to
200 meet for one or two days.

■ Open Space Technology is a one- to
three-day event and the least struc-
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tured large group intervention de-
scribed in this book.The large group
(50 to 500) sets the agenda, interest
groups form around those topics, and
periodic town meetings foster shar-
ing of information across those inter-
est groups.

■ Large Scale Interactive Events use the
same methods as Real Time Strate-
gic Change and aim for intra- or
inter-organizational coordination,
training, problem solving—or all
three. Standard activities are selected
and modified to fit the needs of the
client.This can work with groups of
50 to 1,000, or more.

In all these interventions, certain
principles are common and essential:
Prior to the event, consultants and clients
must plan, plan, and plan some more.
Who is in the room matters as much as
what happens in the room.The focus
must be positive and oriented toward the
future. The whole group must be
involved.Values of respect, inclusion, and
participation must be honored. Honest,
open dialogue aimed at consensus is a
must.And the process itself must also be
honored, not rushed or ended prema-
turely.

Large group interventions are messy,
and the information generated may be
overwhelming.They are also subtle, and
may be lost on those who prefer or
expect a spectacular approach to effect-
ing change. Sometimes they are just
intentional ways to build community.Yet,
in my experience, decisions and plans
made by the group always get imple-
mented better than decisions and plans
made by top management alone.

Overall, in spite of its summary for-
mat and sweeping generalities, this book
is a good introduction to large group
interventions; a good first step in the
learning process.A second step, for those
who wish to begin or to get better at
facilitating such interventions, is to get
formal training—not only in group
process and organizational development

if necessary, but also in one or more of
the methods described, directly from the
practicing gurus.A third and absolutely
essential step is to get help from experi-
enced mentors for at least the first few
events.

A fourth step is to be careful match-
ing the intervention to the environment.
There is, for example, danger in force-
fitting a large group intervention onto a
culture whose values clash with those of
participation, empowerment, and com-
munication. There is also danger in
working with clients who are not pre-
sent, fully engaged, and sincerely open to
the process and to new information.This
is a place where senior executives can-
not delegate their participation to oth-
ers. Large group interventions place a
burden of authenticity squarely on those
executives. For those who are duplici-
tous, a properly facilitated large group
intervention is a real threat, and will
surely result in failure at some point in
the process or system. Selecting the
wrong question or problem may also
cause failure.

The last step is to follow up after the
large-scale event with ongoing activity
within the organization, to promote and
track action, change, results, and effec-
tiveness.

In sum, large group interventions are
another powerful tool for change. Done
right, they successfully balance the need
for competent, high-quality professional
management consulting with the reali-
ties of too little time and too few re-
sources.The good news is that neither
process nor the bottom line need be sac-
rificed when we’re working to help
organizations change.

Linda J. Nolte CMC is a Registered Organization

Development Consultant based in Mission, KS

(USA), who consults with organizations through-

out North America on executive strategy and

large scale change. Tel: 913-262-7146, 

e-mail: noltecon@aol.com 

Organizing Genius: The Secrets 
of Creative Collaboration
Warren Bennis and Patricia Ward Biederman
(Addison-Wesley, Reading, MA; 1997) $13

Reviewed by John Quay

A t the outset of this book, the authors
Warren Bennis (an expert on lead-

ership from the University of Southern
California) and Pat Biederman (a writer
for the Los Angeles Times) discuss how the
speed of change and the complexity of
technology put an end to the idea that
we can depend on one great hero or
leader to accomplish great things.They
say that in any large undertaking today
groups are necessary to bring to bear the
many insights and know-how required
for success.Groups bring to light a wider
range of alternatives.They offer a broader
base of experience.Bad ideas are quickly
challenged. Brainstorming and piggy-
backing flourish. And no one person
bears the full weight of responsibility for
the outcome of the venture.

The advantages of groups are evident.
But what makes a great group? The
authors studied six exceptionally produc-
tive groups, and identified characteristics
they have in common.The groups are The
Walt Disney Studio, which invented the
animated feature film in 1937 with Snow
White and the Seven Dwarfs; the group at
Xerox’s Palo Alto Research Center and
the group at Apple,which together made
computers easy to use and accessible to
nonexperts; the Clinton Campaign War
Room group of 1992, which put a
Democrat in the White House against all
odds;Lockheed’s top-secret Skunk Works,
where the U-2 spy plane and the Stealth
bomber were developed; the influential
arts school and experimental community
known as Black Mountain College; and
the Manhattan Project, which developed
the atomic bomb.

The characteristics that make groups
great include some obvious elements
such as having superb people and great
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leaders. Superb people can be assembled
if ample resources and/or government
authority is available, and if you have the
world to recruit from. Getting the right
leaders, however, is chancy. Frequently, it
takes two: One to lead and inspire the
group (such as the physicist Oppen-
heimer of the Manhattan Project), and
another type entirely (such as Colonel
Leslie Groves of that same project) to
fend off the authorities and provide
financial support.The bureaucrats must
be kept away so the geniuses can work.

Speaking of genius, great groups will
sacrifice an individual—even if he or she
is a genius—if necessary to ensure a
cooperative atmosphere. What counts
more than individual genius is the shar-
ing of information and the mutual stim-
ulation that results from working together.

Other characteristics of great groups:
The members think they are on a mis-
sion from God—they believe they are
doing something monumental that will
change the world.

Within the group they are secretive
about their activity, and they have their
own jokes and language to which out-

siders are not privy.They see themselves
as underdogs out to defeat an enemy—
whether it’s IBM, Hitler, or the Repub-
licans. Members are too young to think
it can’t be done; they are more optimistic
than realistic. And they get totally
wrapped up in their effort. Partying and
sex within the group allow for letting off
steam.Friends, family, and outside oblig-
ations take a backseat, often resulting in
family problems,divorce, and very unbal-
anced lives. Finally, the thrill of discov-
ery seems to be its own reward.Although
having the best of equipment is impor-
tant, the work area of a great group may
be sparse and shabby.Attire may uncon-
ventional, and pay may be undistin-
guished.Again,not much matters but the
project at hand.

Knowing these characteristics,
should organizations try to create great
groups? The answer is yes if the organi-
zation needs breakthrough technology,
or if it faces live-or-die competition.
Under those conditions, it is not only
worthwhile to try to create a great
group, it may be necessary. But trying
does not guarantee success, even if all

the critical elements are assembled. As
the authors say:“A Great Group is more
than a collection of first-rate minds. It is
a miracle.”

For those not in live-or-die situa-
tions, good groups will do just fine. As
many books point out (such as Strategic
Management of Teams by David Cleland)
groups can be put together to work on
improving operations, reengineering,
new-product development, cost-cutting,
marketing strategies, and so forth. It takes
competence but not genius to organize
and manage such teams.

Overall, this book is well written and
the stories are interesting. An extensive
bibliography is added for those who want
to read the source material from which
this synthesis was developed. Either way,
there are lessons here for us all.

John Quay is an organizational and human
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