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WorldAtlas.com
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Which sector are you from?

PUBLIC
sector

PRIVATE
sector

SOCIAL
sector

INDEPENDENT
/ STUDENT
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Birds of a Feather: Your Style

DOPE Bird 4 Personality Types

EAGLE
More bold and decisive

You’re the:

PEACOCK
More outgoing and optimistic

You’re the:

OWL
More logical and wise

You’re the:

DOVE
More peaceful and friendly

You’re the:



SCREEN

Which of the following best describes you as a learner?

PRAGMATIST
For me to best learn, 

I want to see how the learning 
can be applied to the real world

THEORIST
I like to understand the theory 

behind the issue – 
I like concepts and models

ACTIVIST
I learn best by doing and 

when I can directly 
experience something

REFLECTOR
I learn best by observing 

and thinking about things
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Workshop Overview

Break (~11:00am)

Lunch (~1:00pm)

Break (~4:00pm)

Entry, Contracting 

Diagnosis, Feedback, Planning Change 

Welcome and Getting Connected

Organisation Workshop
(Plan your own break during workshop)

Reflections
Homework: Consulting Styles Matrix

Lunch (~11:45am)

Day 1 (14 MAY) Day 2 (15 MAY)

Welcome back!

Intervention, Evaluation 
Closing

Overview/History of OD & DT

Use of Self

Overview of Action Research

Break (~10:30am)



1. What brought you to this workshop?
2. What are the challenges and curiosities 

you’re facing?

Goals and Challenges
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Challenges & Curiosities faced by participants



What is OD and 
How did it start?
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The idea of making 
orgs/communities 
more effective and 
healthier has been 
around a long time.

Karg in Neanderthal times 
After Action Reviews (AARs)
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Engineers in Egypt 
Sociotechnical Systems

Jethro, Moses’ Father-in-law 
Organisation Design

Court Jesters 
Executive Coaches supporting 
& speaking truth
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How did the Field of OD become Formalised?

What was happening in Nazi Germany 
created the push for more Research on 
Understanding Individual, Group, and 
System Behaviour.

Seeing & Shifting Systems: Organisation Development And Design In Action 13



Academic & Practice Origins of OD

Seeing & Shifting Systems: Organisation Development And Design In Action

Research - 
Academic 

Organisational Studies 
Department at MIT

National Training Labs
formed in 1947

Practice - 
Experimentation 

• Action Research
• Process Consultation
• Org Diagnostic Frameworks
• Likert-scale Surveys
• Multi-rater Feedback (360)
• Leadership Styles & Training
• Group Dynamics & Teambuilding
• Inter-group Dialogue
• Self-managed Teams
• Diversity & Inclusion
• Job Redesign
• Change Management
• Organisation Culture
• Appreciative Approach
• Large Group Interventions
• Flipcharts

Contributions from the Early 
Years of OD Research & Practice

Kurt Lewin

14



About OD

OD is optimising a system-wide capacity to achieve 
organisational performance and health.
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What is DT and 
How did it start?



Origins of DT
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As a response to 
industrialisation

and machines

Arts & Crafts » Craftsmanship

Bauhaus » Theory & Practice 

CRAFT TO THEORY
Through the lens of
Science and Design

Science » Problem-focused

Design » Solution-focused 

SOLVING PROBLEMS
Through the lens of

Systems Thinking and 
Humanity-centeredness

Cybernetics » Interdisciplinary

Pattern Languages » 
People-centered

IN SYSTEMS, WITH PEOPLE



Stratification of DT
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Level of
Complexity

Large Scale Systems

Systems and Behaviour

Artefact and Experience

Artefact

HIGH

LOW

System

Service

Object

*Policy Design
*Systems Design
*Infrastructure

*Public Service
*Infrastructure
*Environment

*Urban Planning
*Architecture
*Service Design

*SME’s
*Strategic Design
*Culture

*Engineering
*Interaction Design
*Human Computer Interaction

*User Experience
*Anthropological Design
*Human Centered Design

*Product
*Interior

*Fashion
*Jewellery

*Graphic
*Web+New media

Source: https://ithinkidesign.wordpress.com/2013/03/26/design-wars/

https://ithinkidesign.wordpress.com/2013/03/26/design-wars/
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Current State of DT

Source: HBR, BBVA, WE Forum, Forbes  

https://hbr.org/2016/06/what-design-thinking-is-doing-for-the-san-francisco-opera
https://www.bbva.com/en/airbnb-design-thinking-success-story/
https://www.weforum.org/stories/2015/05/how-can-design-thinking-help-your-business/
https://www.forbes.com/sites/joemckendrick/2020/08/28/these-days-everyone-needs-to-engage-in-design-thinking/
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IDEO-DT is 
Fast-food Logic 
of Design 
Education

Source: Design Week, 99 U - Natasha Jen, DT, Bullshit & Innovation, Emergent Futures Lab, Lee Vinsel, HBR, SSIR

https://www.designweek.co.uk/issues/5-11-march-2018/pentagrams-natasha-jen-design-monster-unleash-fix-world/
https://www.youtube.com/watch?v=_raleGrTdUg
https://pdfs.semanticscholar.org/fe79/29307fa6201ce469b8df2087f9bbab4a791f.pdf
https://emergentfutureslab.com/blog/radical-innovation
https://sts-news.medium.com/design-thinking-is-kind-of-like-syphilis-its-contagious-and-rots-your-brains-842ed078af29
https://hbr.org/2018/09/design-thinking-is-fundamentally-conservative-and-preserves-the-status-quo
https://ssir.org/articles/entry/design_thinking_misses_the_mark
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Products & Services

Organisation People and Systems

External 
Impact

External 
Performance 
and Internal 

Health

OD

DT

Iterative 
Learning 

Cycles

Align-
ment Culture



A Key OD and DT Concept – Use of Self
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THEORIES & TOOLS:

There are many 
Practical Theories and 
tools, a key tool is 
“Use of Self”, who 
YOU ARE that uses the 
Theories and Tools. 

22
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Which meta-skill is a superpower 
that you bring to life? 
• Go to that slice, prepare a gesture to 

represent what it looks like.
• Share how it helps you be effective.

Round #1

23

Disturbance 
as an ally

Playfulness

Conflict, my 
friend

Partnership
Systems 
Thinking

Radical 
Candour

Deep 
Democracy

Heart



Seeing & Shifting Systems: Organisation Development And Design In Action

Move to the meta-skill you would 
like to develop more.
• Discuss with others, why and what 

can you do to further develop it.

Round #2

24

Disturbance 
as an ally

Playfulness

Conflict, my 
friend

Partnership
Systems 
Thinking

Radical 
Candour

Deep 
Democracy

Heart



How do people in your organisation(s) see you?

Reflecting on your Use of Self

Seeing & Shifting Systems: Organisation Development And Design In Action 25



© Power + Systems, Inc., Boston, MA. 

For more information about Power+Systems’ framework, programs and free downloads - 
Visit http://www.powerandsystems.com  |  Phone: 617-437-1640  |  Email: info@powerandsystems.com

Creating Partnership Across Boundaries
The Organisation Workshop

http://www.powerandsystems.com/
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A relationship in which we are 
jointly committed to the success 
of whatever endeavor, process or project 
we are engaged in.

PARTNERSHIP
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With ‘1’ being the lowest and ‘10’ being the highest -

How would you assess the general state
of partnership in the organisations you are part of?

1 2 3 4 5 6 7 8 9 10

Assessing Partnership @ Work
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Selective Attention Test

Video link -
https://www.youtube.com/watch?v=vJG698U2Mvo

https://www.youtube.com/watch?v=vJG698U2Mvo
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Our Inquiry/Objectives Today

• See systemic conditions (the gorillas) rather than personalities
• Identify and avoid predictable, dysfunctional patterns 
• Deal with the root, not the symptoms, of many organisation challenges
• Get a better understanding of power dynamics, and 

how to intervene for higher levels of partnership
• Gain an appreciation for the difficult challenges faced at all levels of the organisation
• As a Designer/Consultant to an Organisation, learn strategies for building 

successful partnerships
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Seeing and Leading Systems
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Our Plan

Welcome 
& Overview

Organisation 
Workshop

Reactions
to OW

What else is 
possible

Empowerment 
Strategies

Applications 
& Consulting

Welcome 
& Overview
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Top

Middle

Bottom

ORGANISATION

Customer

Customer

Customer

Customer

Consultant

Seeing & Shifting Systems: Organisation Development And Design In Action
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ElementsActivities

Welcome & Overview

1. Organisation Workshop exercise

2. Strategic frameworks (insights)

3. Applications

1. Transition

2. Four Days (13 mins each) 

3. Reflections (2 mins)

4. TOOTs (Time Outs)
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Tips

Get into it

Be Curious about
• Yourself
• Others
• Organisation

Keep it real 
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To create a setting in which all members 
of the system can become clearer about 
how the system is experienced from 
many different vantage points.

TOOTS / TIME OUTS
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X
XX

X
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X
“Stuff”
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X
Funds
Support
Resources

All Right!
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X
Noxious
“Stuff”

Ouch!
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X
? Mysterious “Stuff”
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X
Noxious and
Mysterious
“Stuff”

? Ouch!
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X
Well? Minus

“Stuff”
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X
XX

X
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X
XX

X

A TOOT/Time Out is a 
chance to go behind the 
walls and learn more 
about each other’s worlds
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THE SIDE SHOW
AND THE CENTER RING
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”STUFF” HAPPENS!!!
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X
XX

X

X
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX
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Much that seems personal 
is not personal
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Top World

Accountability

Complexity
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Still
  waiting
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX
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Bottom World

Vulnerability

“Them”



© Power + Systems, Inc., Boston, MA. 

Seeing & Shifting Systems: Organisation Development And Design In Action 57

Partnership!

“Them”
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Yawn
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX
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Middle World

Tearing
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Get
   me…
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More
Tearing

Simple
Request
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I’ll see What
  I can do

?
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX



© Power + Systems, Inc., Boston, MA. © Power + Systems, Inc., Boston, MA. 

Seeing & Shifting Systems: Organisation Development And Design In Action 65

Customer World

Neglect
Plop!
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I think I’ll 
 do something 
 nice for 
   customer

Plop!
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Grrr!!
?
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX
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Consultant World

69

Consultant Client

Ok… but you 
don’t understand…

Expert
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX
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”STUFF” HAPPENS!!!
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Accountability

Complexity

Vulnerability

“Them”
Tearing

Neglect
Plop!

72

Expert

Consultant
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Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX

THE SIDE SHOW
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What is the Lure/Attraction 
of the Side Show?

How much time and energy 
is spent getting caught up 
in the Side Show, personally 
and collectively?

What would it take for us 
to give up on the Side Show 
or make them healthier?
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You Have A Choice

Make up a story
Evaluate others
• Malicious
• Insensitive
• Incompetent
Take it personally
React
• Get mad
• Get even
• Withdraw
Lose focus
PartnershipX

THE SIDE SHOW

Have understanding or empathy for others
Don’t take it personally
Stay focused on what you want to have happen
Don’t get hooked on “stuff”
Be Strategic (Take their worlds into account)
Ease their condition
Partnership

THE CENTER RING

© Power + Systems, Inc., Boston, MA. 

- OR -
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Our Plan

Welcome 
& Overview

Organisation 
Workshop

Reactions
to OW

What else is 
possible

Partnership 
Strategies

Applications 
& Consulting

Reactions
to OW
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• What stands out for you about what life was like 
in your part of the system?

• How much did you take on the identity of the “world” 
you were in?

• What lesson(s) are you taking away from the experience?
• What will you be more aware of and/or do differently 

in your work in and with organisations? 

OW PARTNER REFLECTIONS
With someone from a different world
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How come it goes the 
way it usually goes?
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Accountability

Complexity

Vulnerability

“Them”
Tearing

Neglect
Plop!

79

Expert

Consultant

5 Worlds
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Reflex Responses and Experience
ExperienceResponse

Top 
Overload

Suck It Up Burdened

Bottom
Disregard

Hold Them
Responsible

Oppressed

Middle
Crunch

Slide In
Between

Torn

Customer
Neglect

Stay Aloof And 
Hold It Responsible

Righteously
Mistreated

Condition Blame

Consultant
As Expert

To be of 
Immediate Value

Abused &
Misused

“Circumstances”

“Them”

“The job”

“It”

“Myself”

Predictable
Conditions

Disempowered 
ExperienceX
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Our Plan

Welcome 
& Overview

Organisation 
Workshop

Reactions
to OW

What else is 
possible

Empowerment 
Strategies

Applications 
& Consulting

What else is 
possible
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Door A
Right this
             way to:

Burdened
Oppressed

Torn
Mistreated
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To support one’s self; to take a specific position, 
maintain one’s position; to hold a course; 
action taken because of a stand; 
to remain firm in the face of; to bear courageously…

STAND“ “
A firmly held principle that guides
one’s approach and behavior.

- Webster
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Door A Response
The Path of

Least Resistance

Door B Response
Taking a stand for
Partnership and
System Power

This way to:

Leadership
Partnership

Personal Power
System Power

STANDCondition
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Middle

Bottom

Top

Leadership Stands when 
WE are in the space of the

Customer

Consultant
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Leadership Stands

Stands that Expand System Power: 
1. Be a Top who creates responsibility throughout the system
2. Be a Bottom who takes responsibility for my condition 

and for the condition of the system
3. Be a Middle who maintains my (our) independence of thought 

and action in the service of the system
4. Be a Customer who gets in the middle of delivery processes 

and helps them work for me
5. Be a Consultant who develops partnership with the client to 

serve the overall health and effectiveness of the system
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Our Plan

Welcome 
& Overview

Organisation 
Workshop

Reactions
to OW

What else is 
possible

Empowerment 
Strategies

Applications 
& Consulting

Empowerment
Strategies
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Developing Strategies

Choose a world you would like to work on 
(Top, Middle, Bottom, Consultant) :

1. What are 2 phrases/slogans you would hear when people 
are ineffective in responding in this world?

2. What are 2 phrases/slogans you would hear when people 
are effective in responding in this world?

3. 2 strategies on how that “world” can be more effective 
(Could be you or others when in that space)

4. 2 things you can do when partnering with people in that world
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Top Empowerment Strategies

Be a Top who 
Creates Responsibility 
Throughout The System

Informing
Developing Others
Involving
Building a Team
Structuring
Inspiring

© Power + Systems, Inc., Boston, MA. 
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Top Strategies (From Participants)
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Middle Empowerment Strategies

Be a Middle who
Maintains My (Our) 
Independence of Thought 
and Action in the Service 
of The System

Integrate regularly with your peers
Be a Top when you can
Be Bottom when you should
Be open with your Tops
Be a Coach
Be a Facilitator

© Power + Systems, Inc., Boston, MA. 



© Power + Systems, Inc., Boston, MA. 

Seeing & Shifting Systems: Organisation Development And Design In Action 92

If you are 
not conscious,
Middle Space 
Can be a
Sewer Pipe
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Be Top When You Can

Just Make the Decision!

© Power + Systems, Inc., Boston, MA. 
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Be Bottom When You Should

Middle as Sewer Pipe

© Power + Systems, Inc., Boston, MA. 

OF
F

Let’s talk
  this over
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Be a Coach

© Power + Systems, Inc., Boston, MA. 

Get me
     …!!!

Get me
     …!!!
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Be a Facilitator

This strategy could also be used 
to get any Parties Together 

© Power + Systems, Inc., Boston, MA. 

P = Producer or Provider
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Be Open with your Tops

Remind them that your actions 
are in the service of the system

© Power + Systems, Inc., Boston, MA. 
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Integrate Regularly with your Peers

© Power + Systems, Inc., Boston, MA. 

Disperse

Integrate
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Middle Empowerment Strategies

Be a Middle who
Maintains My (Our) 
Independence of Thought 
and Action in the Service 
of The System

Integrate regularly with your peers
Be a Top when you can
Be Bottom when you should
Be open with your Tops
Be a Coach
Be a Facilitator

© Power + Systems, Inc., Boston, MA. 
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Middle Strategies (From Participants)
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Bottom Empowerment Shift

Be a Bottom who 
Takes Responsibility 
For my Condition and 
The Condition of 
The System

© Power + Systems, Inc., Boston, MA. 
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First, Explore your Problem (or Complaint…)

Victim/Complaint Understand the situation 
and the parties involved
Remember that you have a choice
Decide if you want to and can let it go
Think if there is someone you can 
talk to, in order to download 
(intentional side show) or get advice 
If you decide this issue is worth pursuing, 
take a stand to do something, and…

© Power + Systems, Inc., Boston, MA. 

WHAT?
PROBLEM
SITUATION
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If you choose to do something…

Victim/Complaint

PROBLEM
SITUATION

© Power + Systems, Inc., Boston, MA. 

HOW?

Become a Co-Creator:
Turn your Complaint 
into a Project

PROBLEM
SITUATION

What issue(s) are you 
PASSIONATE and/or FRUSTRATED about, 
that you could gather others to start a 
project/movement?

• Vision
• Network

• Resources
• Strategy
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Bottom Strategies (From Participants)
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Consultant Empowerment Strategies

Be a Consultant who 
Develops Partnership with 
The Client to Serve the 
Overall Health and 
Effectiveness 
of The System

Say No to being of “immediate” value
Clarify roles and responsibility
Ask smart questions

© Power + Systems, Inc., Boston, MA. 

Productivity
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Customer Empowerment Strategies

Be a Customer who
Gets in the Middle of 
Delivery Processes and 
Helps Them Work for Me

Know how “It” works
Set clear demands and standards
Stay close to the producer
Get into the process early as a partner, 
not late as a judge

© Power + Systems, Inc., Boston, MA. 
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A Summary of Leadership Stands
ExperienceResponse

Top 
Overload

Suck It Up Burdened

Bottom
Disregard

Hold Them
Responsible

Oppressed

Middle
Crunch

Slide In
Between

Torn

Customer
Neglect

Stay Aloof And 
Hold It Responsible

Righteously
Mistreated

Condition Blame

Consultant
As Expert

To be of 
Immediate Value

Abused &
Misused

“Circumstances”

“Them”

“The job”

“It”

“Myself”

Stands

Be a Top who creates Responsibility 
throughout the organisation

Be a Bottom who takes responsibility 
for your condition and the condition 
of the system

Be a Middle who maintains your 
independence of thought and action

Be a Customer who gets in the 
middle of delivery processes and 
help them work for you

Be a Consultant who develops 
partnership with the client to serve 
the overall health of the system



© Power + Systems, Inc., Boston, MA. 

Seeing & Shifting Systems: Organisation Development And Design In Action 108

How you can use the Principles of 
this Work, to create more System Sight

Some ideas on how you use this frame without doing an OW:

1. Use the Two TOOTS with a Group. Tops, Middles, and 
Front Line each share what their World is Like, followed by 
Offers and Requests

2. Process survey results by “world”, 
“What are you Glad, Sad, Mad, and Puzzled about?” 
and “What are 1-2 Issues you Want to Work on?”

3. Form Middle Management Platforms

4. At a Town-Hall type event, have Divisions, Projects 
or Levels share what their life is like 

Top

Middle

Bottom

CitizensCustomers

Suppliers Partners
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Door A      or      Door B?

STAND

CHOICE

Create responsibility 
throughout the system
Be responsible for 
my condition and the 
condition of the system
Maintain my (our) 
independence of 
thought and action
in the service of 
the system
Get in the middle of 
delivery processes and 
help them work for me
Partner the client to 
serve the overall health 
of the system

Suck it up

Hold “Them” 
responsible

Slide in between

Hold “It” responsible

Be of immediate value
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Hope you’ve found new useful ways of 
seeing your organisations and yourself.

See you tomorrow!



Douglas O’Loughlin, PhD
Principal, The Dao of Thriving
Associate Consultant, Civil Service College

Hong Khai Seng
Founder & Director, Studio Dojo

Day 2   |   15 May 2024, Thu

Organisation Development And Design In Action
Seeing and Shifting Systems 
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OD Tai Chi Paul Wang

Video link -
https://www.youtube.com/watch?v=eB_4yyQB1dw



OD Tai Chi

Seeing & Shifting Systems: Organisation Development And Design In Action

Complexity is a situation for which you have no control. Unpredictable, uncontrollable, 
non-linear and chaos are some keywords for this situation. The only way to manage 
complexity is to turn yourself into an effective tool and bring your competence and 
wisdom to deliver a value in the new era. This exercise tries to tell you some key 
concepts of self-management in time of complexity. 

3

• Go deep into yourself
• Hold your boundaries 
• Reach out to face to the unknown 
• Open up 
• Flip to find the opposite of the truth 
   is also very true 

• Test the different dynamics 
• Experience the chaos 
• Push to your limit 
• Embrace the emergent 
• Find your new anchor 



©  C i v i l  S e r v i c e  C o l l e g e ,  S i n g a p o r e .  A l l  R i g h t s  R e s e r v e d .  

E N T R Y
Practitioner or client system may initiate an 
opportunity, need, or challenge that may benefit 
from OD support.

C O N T R A C T I N G
Clarifying the purpose, desired outcomes, and the role & 
responsibilities. Agreeing on the process and resources to enable 
change and how effectiveness will be assessed

D A T A  G A T H E R I N G  &  D I A G N O S I S
Working with the client system to jointly identify and 
collect the necessary data (current and desired reality) 
and analysing it

F E E D B A C K
Processing the findings with the client system, facilitating 
their inquiry and reflection and encouraging ownership of 
data and actions

P L A N N I N G  C H A N G E
Identifying courses of action that supports the client system's 
situation and developing an action plan for implementation. 
Important to highlight potential trade-offs and implications.

I N T E R V E N T I O N
Implementing a specific action (could be planned or 
emergent) in partnership with the client system. 
Monitoring and adapting as needed

E V A L U A T I O N
Measuring the impact of the interventions and determining 
future courses of action with the client system. This may include 
the next-steps, closure, and/or consolidation of learnings.



Action Research: Entry
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1. ENTRY7. EVALUATION

6. INTERVENTION

5. PLANNING CHANGE 3. DATA GATHERING & 
DIAGNOSIS

4. FEEDBACK

2. CONTRACTING

5
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With ‘1’ being the lowest and ‘10’ being the highest -
How comfortable are you in dealing 

with people with high positional power?

1 2 3 4 5 6 7 8 9 10

Dealing with Power

6



Understanding Power in Entry

Seeing & Shifting Systems: Organisation Development And Design In Action

Coercive Power

Reward Power Information Power

Referent Power

Expert PowerLegitimate Power

The Bases of Social Power (French & Raven, 1959)

Legitimate Power

H37
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Beyond the 6 powers, there is…

Seeing & Shifting Systems: Organisation Development And Design In Action 8



1. Think of a person in power that you interact with, could be your CEO, 
big boss, direct manager, etc. 

2. List out all you would like from them.  Make your list as personal as 
possible, on what you deeply truly want from him/her.  This could be 
clearer expectations, to be consulted and listened to, told you are 
great, etc.

3. Pair up with a partner and take 2-min turns to share ALL your wants, 
and share as if you are talking to the leader you have in mind, using 
second person language, YOU.  For the person playing the leader, there 
is no need to say anything, just be a silent witness.

Expressing Wants to Power

Seeing & Shifting Systems: Organisation Development And Design In Action 9



Discuss with your partner:

1. How much of what you shared is something for you to 
honour in yourself, and not expect external validation?

2. What can you actually say/request to the person and 
how/when can you do this?

Expressing Wants to Power

Seeing & Shifting Systems: Organisation Development And Design In Action 10
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Working With Power

ü Focus on your commitment to the organisation… 
Use Purpose Power

ü Be empathic and remember the world they live in

ü Work on your relationship to power and authority, 
this is good inner “use of self” work

ü Peter Block says to treat senior leaders “as your neighbor” 

ü When with someone with power, stay conscious of your 
intentions, aspirations, feelings and thoughts 

ü Stay Curious

11



What is Consulting?

Process Consulting 
is different from
Expert/Management 
Consulting.

Seeing & Shifting Systems: Organisation Development And Design In Action 12



Process / OD Consultant

Facilitator

Clinical Psychologist

Constructivist (reality is subjective)

Dialogic

Active

Buy in Ownership / Effectiveness

Can be faster or slower

Consulting Distinctions

Expert / Management Consultant

Role

Acts Like

Perspective

Model

Client 
involvement

Advantage

Disadvantage

Expert

Medical Doctor

Positivist (reality is objective)

Diagnostic

Passive

Fast / Outside Expert / Efficiency

Less buy in and sustainability

Seeing & Shifting Systems: Organisation Development And Design In Action 13



Practitioner brings knowledge, skills, 
values, and experience.

Client system has own subculture and 
readiness for change.

Together determine practitioner’s 
style and approaches. 

Seeing & Shifting Systems: Organisation Development And Design In Action

Consultant Model

14



Consulting Styles

Practitioners have variety of styles.

View styles as degree of emphasis placed upon 2 dimensions:

Seeing & Shifting Systems: Organisation Development And Design In Action

Morale
Degree of emphasis upon 
relationships & participant satisfaction

Effectiveness
Degree of emphasis upon 
goal accomplishment

H31
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M
or

al
e

Effectiveness
Low High

H
ig

h
Lo

w

Cheerleader
• Places emphasis on member 

satisfaction
• Does not put a lot of 

emphasis on organisation 
effectiveness

Stabiliser
• Maintains low profile, plays it 

safe
• Tries to survive by following 

directives

Pathfinder
• Seeks high organisation 

efficiency & high member 
satisfaction 

• Generally the desired style 
for a practitioner

Analyser
• Places emphasis on 

efficiency
• Little attention to 

satisfaction of members

Persuader
• Seeks compromise between 

Cheerleader and Analyzer 
styles

• Achieves average 
performance

Consulting Styles

16



How does your consulting style 
impact you at work?

Pair Reflections

Seeing & Shifting Systems: Organisation Development And Design In Action 17



Action Research: Contracting

Seeing & Shifting Systems: Organisation Development And Design In Action

7. EVALUATION

6. INTERVENTION

5. PLANNING CHANGE 3. DATA GATHERING & 
DIAGNOSIS

4. FEEDBACK

2. CONTRACTING

1. ENTRY

18



Contracting (From Peter Block’s Flawless Consulting)

Seeing & Shifting Systems: Organisation Development And Design In Action

Remember how important this phase is, 
to be clear with the sponsor and/or the most senior person(s), 

and that you may need to re-contract along the way (ABC).

Personal 
Acknowledgement

Communicate 
Understanding

of the Issues

Ask for Client’s 
Wants & Offers

State Your Offers
& Requests

AgreementAsk for FeedbackRestate Actions

19



Step 1

Step 2

Step 3

Step 4

Activity: Entry and Contracting

Seeing & Shifting Systems: Organisation Development And Design In Action

Choose your role

Consultant Client Observer

Observer distributes roleplay handouts accordingly

Consultant

Client

Observer

20
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The more realistic you make this, the more learning will take place. 
These are real situations.

Activity: Entry and Contracting

Prepare for your role (~2 mins)

Consultant Client Observer

Step 1

Step 2

Step 3

Step 4

21
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Two Goals: 
1. Build rapport, trust and credibility with the client  
2. Reach agreement on the next steps

Activity: Entry and Contracting

Consultant does the entry and contracting stage 
with the Client (8 mins)

Consultant Client

Observer take notes
Consultant can “tag in” Observer if stuck.

Step 1

Step 2

Step 3

Step 4

22
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Consultant goes first.

Then feedback from the Client and Observer on the quality 
of the relationship and plan.

Activity: Entry and Contracting

Learning debrief: What worked and what could 
have been more effective? (~3 mins)

Step 1

Step 2

Step 3

Step 4

23
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1. ENTRY

2. CONTRACTING

Action Research: Data Gathering & Diagnosis

5. PLANNING CHANGE

7. EVALUATION

6. INTERVENTION

4. FEEDBACK

3. DATA GATHERING & 
DIAGNOSIS

24



Activity: Data Gathering and Diagnosis

Seeing & Shifting Systems: Organisation Development And Design In Action

all the key factors you 
personally think are 
critical in affecting the 
effective functioning of 
any organisation.

1
List…

your theory graphically 
by drawing a picture of 
the causal relationships 
between the key factors.

2
Depict…

to briefly explain your 
model later.

3
Prepare…

25



Seeing & Shifting Systems: Organisation Development And Design In Action 26

The Monkey Business Illusion

Video link -
https://www.youtube.com/watch?v=IGQmdoK_ZfY

https://www.youtube.com/watch?v=IGQmdoK_ZfY


The Anatomy of an 
Organisation: What Data and 
Truths do you Look For? 

Good knowledge of the ‘anatomy’ of the 
organisation (i.e. its organs & systems), 
is needed for diagnosis and intervention.

Organisation frameworks are useful 
for this purpose.

Seeing and Shifting Systems

T / M / B / C

27

Top

Middle

Bottom

ORGANISATION

Customer Consultant



The Anatomy of an 
Organisation: What Data and 
Truths do you Look For? 

Good knowledge of the ‘anatomy’ of the 
organisation (i.e. its organs & systems), 
is needed for diagnosis and intervention.

Organisation frameworks are useful 
for this purpose.

Seeing & Shifting Systems: Organisation Development And Design In Action

Burke-Litwin Causal Model

H53
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The Anatomy of an 
Organisation: What Data and 
Truths do you Look For? 

Good knowledge of the ‘anatomy’ of the 
organisation (i.e. its organs & systems), 
is needed for diagnosis and intervention.

Organisation frameworks are useful 
for this purpose.

Seeing & Shifting Systems: Organisation Development And Design In Action

StarTM Model

H54
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Mental Models & Filters

Seeing & Shifting Systems: Organisation Development And Design In Action

Each of us has some mental models when we conduct diagnosis.

They arise from our backgrounds/ experiences, and give prominence & priority to:

• What we decide to study

• How we interpret

• What we think is meaningful, etc.

• Be aware of our own mental models, beliefs or heuristics, etc.

• Not jump to conclusions, but stay open to “what is”, “what is not”, “what alternatives”

Our Role

Our Mental Models

30



1. Share your list of key factors and models 
with each other.

2. For each of you, what do you notice:
– Where was your emphasis?
– What was missing?

Reflecting on our Mental Models & Filters

Seeing & Shifting Systems: Organisation Development And Design In Action 31



“
“

Seeing and Shifting Systems

Questions are fateful.

- Godwin Hlatshwayo

32



Diagnostic Question Sets

Seeing & Shifting Systems: Organisation Development And Design In Action

1. What are some 
examples of where 
there has been success 
in this area?

2. What are the factors 
that enabled these 
successes?

3. How can we work 
together to create 
more success?

Appreciative
Approach

1. What would you like to 
see differently in the 
future? 

2. What are some of the 
realities you are now 
seeing?

3. How can we move from 
the current to the 
desired realities?

Creative Tension
Approach

1. Why is this issue 
important to you?

2. What have you already 
done, thought about 
doing, or what are 
others doing?

3. Of all we have heard, 
what can we do to 
make things better?

Issue 
Exploration

H59
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Cons

Data Gathering Methods
Pros

1-1 Interviews • Rich personal insights
• Building a relationship

Seeing & Shifting Systems: Organisation Development And Design In Action

• Takes a lot of time
• Personal ‘slant’ can go unchecked

Group 
Interviews

• Some personal insights
• More time-effective
• Group can stimulate fresh insights

• ‘Audience effect’ 
– possibly less honesty

Survey Data • Wide coverage
• Low cost/per data point
• Numerically scoreable

• Forced focus
• Requires interpretation
• Loose connection to reality

Organisation 
Data

• Not as time-dependent
• Usually connected to strategic business 

objectives

• It’s been ‘cleaned up’ for public consumption

Direct 
Observation

• Reality-based
• Immediate—NOW

• It’s down to interpretation
• Observer bias always present
• ‘Audience effect’ can change behavior

H64
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Action Research: Feedback

2. CONTRACTING6. INTERVENTION

5. PLANNING CHANGE

7. EVALUATION

4. FEEDBACK

3. DATA GATHERING & 
DIAGNOSIS

1. ENTRY

35



Data Analysis

“Drowning from data and starved of information” 

Seeing & Shifting Systems: Organisation Development And Design In Action

Identify Themes

Review Data

3-4 Key Issues

Choosing the 
Message

• Observation 
• Artifacts 

• Notes 
• Feeling

What’s high leverage? 

What’s the key message? 
Because there’s a limit to what people can hold 
to awareness

Data

Information

How to best deliver the message? 
- How to present data?
- How to best get the attention of the 

sponsors/stakeholders?

36



Data Feedback and Inspiring Action

Seeing & Shifting Systems: Organisation Development And Design In Action

Main Purpose

To energise the clients so that they want to move 
to the next stage of the change.

To transfer the data to the clients and to increase 
their energy so that they want to commit to 
doing things differently.

- Dr. Mee Yan Cheung-Judge, Quality & Equality

37



Psychological Aspects in the Feedback Session

Anxiety. A degree of uncertainty, not knowing 
what to expect.

Defensiveness. Worry that they may hear some 
negative and could be attacked.

Fear. Could be a number of reasons, including 
of undesirable outcomes or fear of retribution.

Hope. That what they hear may improve the 
situation and be the beginning of a move 
towards a new future.

Seeing & Shifting Systems: Organisation Development And Design In Action

Dr. Mee Yan Cheung-Judge, Quality & Equality
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Action Research: Planning Change

1. ENTRY

2. CONTRACTING

7. EVALUATION

6. INTERVENTION

5. PLANNING CHANGE

4. FEEDBACK

3. DATA GATHERING & 
DIAGNOSIS

39
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A B
Step 1 Step 2 Step 3 Step 4

• Usually planned in terms of tangible systems, wire diagrams, costs, outputs
• Flow charts, budgets, tracking systems and progress reports used to ensure success
• Aimed at “the hard stuff”

The way major changes are usually planned…

40
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B

• The intangible, human, emotional, interpersonal world
• The “spirit” of the individual, work group & the organisation
• The Relationship Infrastructure through which work actually gets done

Below the “Waterline”

A

Where the ACTION is

41
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A B
“The Hard Stuff”

“The Tough Stuff”

During the turbulent times, leaders and their 
people must address both domains. . .
 

42



SCREEN

What is your first reaction when you hear a top leader say: 
“There are going to be some big changes in the organisation”

Seeing & Shifting Systems: Organisation Development And Design In Action

“am hopeful, but need 
to hear the plan”

“this better be good”

“seems like a possibility 
to shake things up”

“oh no, not again”

43



Change Preferences

Seeing & Shifting Systems: Organisation Development And Design In Action

What are the Contributions your preference 
makes when implementing change?

What are some Potential Pitfalls with your 
change style?

44



Change Activity

Working 
with Change

Seeing & Shifting Systems: Organisation Development And Design In Action 45



• Choose a change model from your handouts that 
you’d like to learn more about

• Be prepared to teach the rest of us:
o What are the key ideas in the model / what stands out 

from the model?
o In what context/ example of project would this model 

be useful?

You have 3 minutes to present, in whatever creative form you think will help 
us all understand the model!

Group Exercise
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SARA HO

Seeing and Shifting Systems 47



Charles Handy Sigmoid Curve (S-Curve)
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Scans from participants’ skit



Beckhard & Harris’ Change Formula

Seeing and Shifting Systems 50

Dissatisfaction x Desirability x Practicality > Resistance to Change



Prosci ADKAR Model

Seeing and Shifting Systems 51

Awareness
of the need for change

Desire
to participate in &

support the change

Knowledge
on how to change

Ability
to implement
required skills
& behavious

Reinforcement
to sustain the change
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Scans from participants’ skit



William Bridges Transition Model
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Scans from participants’ skit
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Action Research: Intervention

1. ENTRY

2. CONTRACTING

5. PLANNING CHANGE

7. EVALUATION

6. INTERVENTION

4. FEEDBACK

3. DATA GATHERING & 
DIAGNOSIS

55



What is an Intervention?

The whole purpose of intervention is to 
help to shift the client system from where 
they are to where they want to be. 

Therefore, the process you choose 
– the ‘what’, ‘how’, and ‘who’ should 
be collaborative. 

Because the more the client does, the more 
they will own the outcome and learn 
how to arrive at those outcomes not just 
once but again and again. 
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Levels of Systems

Seeing & Shifting Systems: Organisation Development And Design In Action

INTRA-PERSONAL

INTRA-GROUP

WHOLE OF SYSTEM

SOCIETY

REGIONAL

GLOBAL

INTER-ORGANISATION

INTER-GROUP

INTER-PERSONAL

57
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Levels of Systems

Whole Organisation++:
q Vision, Mission, Values
q Organisation Design/Re-structuring
q Business Reengineering
q Business Excellence Assessments 
q Employee Communication
q Employee Engagement Survey 
q Large Group Interventions
q Strategic Planning
q Whole System Change, Future Search , etc.

Inter-group:
q Collaboration Dialogues 
q Leadership Development Programmes
q Project/Change Teams

Individual

Inter-group

Team

Whole 
Organisation ++
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Levels of Systems

Individual

Inter-group

Team

Whole 
Organisation ++

Team:
q Team Development Interventions
q Team Launch Process 
q Team Conflict Management

Individual:
q Partnership Coaching (e.g. GROW Model) 
q Individual Learning Plan 

59



Reddy’s Intervention Cube

Seeing & Shifting Systems: Organisation Development And Design In Action

Focus

In
te

ns
it

y

Ty
pe

Cognitive

Skill and Activity

Behaviour Description

Emotional/Reflective

Interpretive

L
o
w

M
e
d
i
u
m

H
i
g
h

Individual

Interp
erso

nal

Gro
up

H63
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• Cognitive – An increasing knowledge 
brings better understanding.

• Skill and activity – Growing in the ability 
to do something.

• Behaviour – Making changes to current 
conduct.

• Emotional/reflective – Bringing forward 
underlying emotions and using them 
for reflection.

• Interpretive – Replacing the usual way 
of doing or thinking about things with 
a paradigm shift.



At your table group
• Client presents a case (3 mins)
• Group asks clarifying/diagnostic questions (15 mins)
• Client asks group “If you were me, what would be one thing you 

would do?” and get responses from each group member (6 mins) 
• Client responds to what was helpful (3 mins) 

Peer Consulting – Intervention (& entire process)
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Action Research: Evaluation

1. ENTRY

2. CONTRACTING

5. PLANNING CHANGE 3. DATA GATHERING & 
DIAGNOSIS

7. EVALUATION

6. INTERVENTION

4. FEEDBACK

62
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Products & Services

Organisation People and Systems

External 
Impact

External 
Performance 
and Internal 

Health

OD

DT

Iterative 
Learning 

Cycles

Align-
ment Culture



Many Layers of Strategic Alignment

Who am I? Who are we?Identity

Why do we do what we do?Mission

What does success look like?Vision

What hard choices do we make?Strategy

How & When do we make it happen?Plans
What are our success indicators?Metrics

DTIA / Divide / The Impact Measurement Divide - 6 Gaps To Cross 64



DTIA / Divide / The Impact Measurement Divide - 6 Gaps To Cross

An Impact Logic Model

OUTCOMES
Strategy

IMPACT
Vision

ACTIVITIES
Plan

OUTPUTS
Plan

INPUTS
Plan

Human, financial 
or material 
resources
needed to carry
out the activities.

Processes, 
events, and 
actions used
to bring about
intended results.

Direct product 
of the 
activities.

# of hours of 
service delivered, 
# repeat visits, 
# features 
implemented.

The changes, 
benefits, 
learnings that 
people 
experience.

Changes in 
knowledge, skills 
and/or attitudes
- short & medium 
term.

Desired changes 
expected to 
occur due to the 
outcomes being 
achieved.

Programmes, 
production of 
goods & 
services, etc.

Facilities, staff, 
volunteers, 
budget, etc.

65

Changes at 
multiple levels of 
the system in the 
long term.



Tips for Evaluation

• The criteria and method for evaluation should 
happen at the contracting stage

• It’s more difficult to precisely measure system or 
organisation impact vs project impact

• An AAR (After Action Review) with the Sponsor 
often suffices

• Can do a before and after assessment
• The methods of assessment are the 

diagnostic tools
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About Studio Dojo’s Interests

Futures 
Thinking

Design 
Thinking

Organisation
Development

Leadership 
Development

Gain empathy for stakeholders
Find and solve underlying problems
Think and learn through prototypes

Build anticipatory skills
Question present assumptions

Create visions of the future

Open channel with trusted coach
Practise self-awareness and self-regulation
Effective leadership use-of-self

Healthier organisation dynamics
See issues at systemic levels

Resolve problems at multiple levels
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Studio Dojo’s Transdisciplinary Approach

Open
with connection

Orient
to context

Scan
for changes

Sensemake
for impacts

Scout
future worlds

Strategise
approaches

Discover
insights

Define
opportunity statements

Develop
prototypes

Deliver
solutions that work

Support
the team

Engage
the organisation

Learn
the skills

Coach
for competencies

Develop
practice leadership
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Questions?
khaiseng@studiodojo.com

linkedin.com/in/khaiseng linkedin.com/in/douglas-oloughlin-phd-a5823b/

douglas@thedaoofthriving.com
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Wishing you success in 
Seeing & Shifting Systems!
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