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DEVELOPING AN ORGANIZATIONAL DEVELOPMENT PROGRAM
Ray Leonard™

EXECUTIVE SUMMARY

INTRODUCTION

After researching OD in preparation for my case
study, I approached the Director of Sonoma County
Human Services, Dianne M. Edwards, with the idea
of looking at OD as a possibility to assist our
department’s direction for the future. Dianne added
to this assignment by asking me to not only look at
OD, but to review the structure of the Administra-
tion Division and succession planning to fill man-
ager’s positions. Monterey County was the best can-
didate for my case study. Sonoma County Human
Services Department and Monterey County Social
Services are very similar in size, client base and

demographics.

During my visit in Monterey, | was able to interview
many of the Administrative Managers and the
Director regarding recent changes within the
Department and the addition of OD. Monterey
County recently added Organizational
Development, Project Planning & Development,
and an Assistant Director. Through these changes,
Monterey County has converted from a rule-based
organization to an outcome-based organization,
which has created a positive work environment. OD
has been the main factor in the success of that

change.

Succession planning for managers was another
focus of my case study. Everyone I spoke to felt that
a “grooming” process is the best for succession
planning. I was told that the higher up an employee
is in an organization, the sooner one should start

succession planning. Many of those interviewed,
noted that mentoring, training programs, and the
BASSC Executive Development Program are excel-
lent tools to aid in the succession process. OD, and
its personal and professional enhancement quali-
ties, creates opportunities for managers to prepare

themselves for succession planning.
IMPLICATIONS TO SoNOMA COUNTY

Sonoma County is not unlike many other counties
in that positive change can benefit the organization
as a whole. Sonoma County Human Services has
been through a larger reorganization, welfare
reform, and will soon have a transition of key man-
agers as several prepare to retire. We are entering a
critical time in change within our department—OD
can be an innovative part of the change. Sonoma
County can be ready and in the forefront of change
by instituting an OD program. OD can be an effec-
tive program for employee and employer alike.
Sonoma County Human Services can benefit from
OD in creating a positive work environment,
stronger employees, better employer/employee rela-

tions, and succession planning.

*Ray Leonard id a Program Planner & Evaluation Analyst in the Administrative Division of Sonoma County’s Department of Human

Services.
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INTRODUCTION

Stephen S. Wise once said, “Vision looks inward
and becomes duty. Vision looks outward and
becomes aspiration. Vision looks upward and
becomes faith.” Three years ago, as newly appoint-
ed Director, Marie Glavin had a vision as she
looked upon her department with the faith that a
more effective strategy of organization was possible
to achieve. She had a vision of Organizational

Development in Social Services.

Organizational Development (OD) is traditionally a
private industry solution designed to improve an
organization’s effectiveness. Several counties
throughout California have searched for ways to
improve and enhance employees and succession
planning and have chosen OD. Three years ago,
prior to the implementation of OD, Monterey
County Social Service was more than proficient at
disciplinary actions, resulting in many unhappy
employees. Today they have seen that Marie’s vision
has created a positive and effective organization.

OD has been a key factor in that change.
BACKGROUND

After researching OD in preparation for my case
study, I approached my Director, Dianne M.
Edwards, with the idea of looking at OD as a possi-
ble resource to assist our department’s direction for
the future. Dianne added to this assignment by ask-
ing me to not only look at OD, but to review the
structure of the Administration Division and suc-
cession planning to fill manager’s positions. She felt

this review would be important in enhancing the
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Administration Division. (Four years ago, our
department completed a reorganization and under-

went Welfare reform.)

I requested my case study be done in Monterey
County for two reasons. First, after hearing Marie
Glavin speak at our first Executive Development
session, | saw a visionary manager with a lot to
offer and I wanted to learn more. Second, Monterey
County Social Services had recently implemented
OD as a part of their department. These two factors
made Monterey County the best candidate for my
case study. Sonoma County Human Services
Department and Monterey County Social Services
are very similar in size, client base and demo-

graphics.

HISTORY OF ORGANIZATIONAL
DEVELOPMENT

OD appears to have many different definitions.
Most revolve around change and improvement, and
recently it has come to mean enhanced opportunity
for an individual within an organization to develop
their potential. OD is a recent concept for the pub-
lic sector and has been in the private sector since
the mid-1970s. OD must be a collaborative effort
with staff development and a focus on managing

change. It has taken government much longer to see

the value of OD.

OD has six key elements. First, it applies to the
entire organization. Second, OD is an adaptive

strategy for planning and implementing change.
Third, OD involves the creation and subsequent

reinforcement of change. Fourth, OD encompasses




strategy, structure and process change. Fifth, OD is
oriented to improving organizational effectiveness.
Finally, OD helps organizational members gain
skills and knowledge to enhance and develop their
full potential. During welfare reform San Mateo
County Social Services took a leap and implement-
ed an OD program, and last year Monterey started
their own OD program.

KEY ELEMENTS

During my visit in Monterey, | was able to interview
many of the Administrative Managers and the
Director regarding the recent changes and addition
of OD. Administratively, Monterey County is struc-
tured similarly to most of the other counties in the
Bay Area (Attachment 1). Recently, they added OD,
Project Planning & Development, and an Assistant
Director. All of these new positions have added to
the success of positive changes in Monterey County.
As a result of OD, Monterey has converted from a
rule-based organization to an outcome-based orga-
nization, which has created a positive work environ-
ment. OD has been the main factor in the success

of that change.

Succession planning for managers was another
focus of my case study. Everyone 1 spoke with felt
that a “grooming” process is the best for succession
planning. Marie Glavin suggests allowing managers
to fill in during vacations or other absences. | was
told that the higher one is in the organization the
sooner one should start succession planning. Many
people interviewed noted that mentoring, training
programs, and the BASSC Executive Development
Program are excellent tools to aid in the succession
process. OD and its personal and professional
enhancement qualities create opportunities for
managers to prepare themselves for succession

planning.

BASSC Executive Development Program
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HosT COUNTY SUCCESSES

Monterey County’s recent success must be attrib-
uted, at least in part, to their three-year visionary
Director, Marie Glavin. Marie stated during our
interview, “Leaders create leaders... surround your-
self with leaders.” Marie has done this. Marie’s
vision led her department to Organizational
Development and a fast turn around from a negative
environment to a positive, healthy work place.
Marie believes that “employees are your greatest
asset. You must do what you can to make them suc-
cessful.” (Long before Marie was Director of Social
Service, and even before she was employed, she
was coaching and counseling friends using methods
of Organizational Development—so this vision was

long in the planning process.)

While I was doing my case study, | was made aware
that Marie had made a choice to leave Public
Service after 24 years. This manager’s vision will
now be tested—will the leaders she surrounded
herself with carry on the vision that has transformed
her agency? (Perhaps a topic of a case study from
BASSC class of 2001.) Much of the success of
Organizational Development is dependent on posi-
tive change. The positive changes have allowed the
move away from a Department that was becoming
proficient at disciplinary actions to a work environ-
ment that has fostered growth and retention

(Attachment 2 & 3).
IMPLICATIONS TO SONOMA COUNTY

Sonoma County is not unlike many other counties
in that positive change can benefit the organization
as a whole. Sonoma County Human Services has
been through a larger reorganization, welfare
reform, and will soon have a transition of key man-

agers as several prepare to retire. We are entering a
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critical time in change within our department, and
OD can be an innovative part of the change.
Sonoma County can be ready and in the forefront of
change by instituting an Organizational
Development program. OD can be an effective pro-
gram for employee and employer alike. Sonoma
County Human Services can benefit from OD in
creating a positive work environment, stronger
employees, better employer/employee relations, and
succession planning. Organizational Development
will create a stronger, more positive working envi-

ronment in Sonoma County Human Services.
ACKNOWLEDGMENTS

Janie McPherson, Organizational Development

Manager—Monterey County DSS
Marie Glavin, Directo—Monterey County DSS

Marilyn Clark, Assistant Director—Monterey
County DSS

Charles Merrifield, Administrative Services

Manager—Monterey County DSS

Anne Herendeen, Training Program Manager,

BASSC Coordinator—Monterey County DSS

Terry Perterson, Administrative Services Officer—
Monterey County DSS

Randy Shopshire, Supervisor—Records and
Stores—Monterey County DSS

111




BASSC Executive Development Program
Attachment 1

oiswBd'o00z 810 SSQ Wwewebeuey

. . sjuswubisse ,Bupoy,- ,
000C ‘€ (RN Jo10211Q ‘ulxB|S) "y suep

EGP-GGL
Aejeiosg
peayg ewjy

. CLy8-GSL

Aejaioeg
BUIONT 8ley euuy

1
——— 02.¥-66L €0vy-6S.
= Jopa11q AN
[ b finceg [] oosua frdea
3 AIo Bunt ‘opisess 958051 | lyonBiue) peqoy QU3A ereqleq
Seues :u| S0 Kejaiosg M_mm”w._mw% 65P7-G5/
aeaoyiy Aaspny [epieas siutog Aepuoeg
uosmey uep
—1
UJ_ L L
YOvP-GGL
Cly-GSL Il ._OmNCNS_ 8oueUlq (40} 4 172 0L¥-GSL 02S1-961
._mmmcms_ |ouuosIad ployLIe Ssaleyn Jo10alIg Juelsissy 10)33lIJ elsissy 1030811 jue)sissy
p1ay "3 uesng |_| yen ukjue 4| obujwog uawuiesn U meys uajdH
WBNO SO (21 s e o ' ot
suolejey ‘uoneulpiood anye(siba pue uoijeuloju| ‘AOBS0APY iy A
Jakojdwgreaioldwy LQ:JW_MMM_%%M_—M‘“_ W%uﬁoo ‘soueBiqsn|is L ISS ‘seouejswnond m‘_w_mmo L.Emon_ “_mm__._w.m.
‘siyeuag sakodwa ‘asnoyalep ‘uostey| Auoyiny dignd lepadg ‘ssajpwoH 'dSSW Quw. 5%@2 .:E_._
UOROY SAREULILY uswabeuepy spiooay ‘uoen|eAs “Aousby uogoy Aunuiwog ,P_Ew b_ en .n_:ME>m_
‘Kiajeg ‘juswsbeuely sanyoeq usuidojanag ‘Buiby wo fousby eary _ Emww._mm_u %:M«m_mm,\m
‘uonesuadiuod) SISHIOAA ‘woishs ‘Buiuue|d ‘STOWMNIT ‘luswabeuepy es8U9) ,_mo._nuE
'SbY 1110 ‘JuBLISSIsSY 8seDd Salv ‘SSHI 'saomeg 1 ey
quswdoiensq yeis co_ﬂ:%oﬁ_ﬁk%ﬁmm.i ‘800 UORRULIOJU] DYaN 3AJOSI01d HiNpY ‘Buisuaor] sdweig Pood Swawfed
‘jouuosiad i : BuipuyswopH/suondopy :Mvrﬁw\%h Om : w
SEOAIEE SATELSIUNIPY juswidojereq 3 ‘SA0IBS BIBYOM PIUD ~ W3 SHYOMIED
Sadinosay Uewny : i b Buuueld e Tewkoidi
Jo0loigd eAnessiuiwpy S80IAI0g [B100S S Mmrlwlml%d 1dw3

112

UOISSILIWIOY) SADINIDG [RINOS
JIounog AIOSIAPY SUBDUBWY JBPIO

yEPY-GG.L-1€8 UDISSIILIOD UOHDY AJUNiLLIOD

85vy-55. K Syvirssi Jo)oall UBWOAA JO SNJBJS Y} UO UOISSILIWOYD
111 1sAjeuy Juswebeuepy EJS108G 8ANoex3 'a Iounog BullEld 218D PIYD
UOSIYJI Buer Wenoo Auuagd UIAB|D 'Y dUel 110UNCD UOJUBARIY BSNAY PRYD

Aunoy Asiajuop JO (1DUNOD B|qeINEYD
JIOUNOY) UORUBABIJ 8SNqQy NPy

juswidojeAaq jeuojeziuebio

sa21IAIag [e190g Jo Juswpedaq Ayunon Aassjuopy




2

Attachment

“SWasAs pue sassaooud
MOY-3ioM Bupueyu

pue ‘BujuBjsap ‘Supenpeaz -

“SSU0OIN0

annisod aear o) Supsisy -

‘Bupoiuaiu pue Suppeod

aoueulojad Buppjaoly -

*LONEUMLLILLIOD

Wajjadxa Supeyjpey +

§502005 SIS0 15N ) [Endny




BASSC Executive Development Program

Attachment 2

.m....,..”__“m,.-xv.to
£

Fdnind
4311349
YV QUdYMOL
ONIMHEOM

ANIWJOTIATT
TVNOILVZINVOHO

SaodlAlag |el1D0g
jo juawiedaq

LIFEEGL LER B
BEFI-SEL LER seuold
WE0T SMng
HOBEG ¥ ‘sEujjeg
ujEN g DOOL

WEIEE bueliey

UOSISUdIIN Bsuer

HEIS juawndojaaag
jeusiEsmuebin

NOLLY WA

114




Participants’ Case Studies ® Class of 2000

Attachment 3

DEPARTMENT OF SOCIAL SERVICES

N\ -

ORGANIZATIONAL DEVELOPMENT VISION

‘We demonstrate responsibility in our workplace when we:

¢ Speak out with openness and honesty while remaining respectful and courteous.
¢ Sobve problems in a positive and innovative manner.

¢ Are self-directed and take responsibility for the results of our actions.

¢ Realize that differences exist among people and value those differences.

‘We demonstrate personal and team accountability in every area of our work
when we:

+ Are open to give and receive constructive feedback.

¢ Recognize and appreciate everyone’s contributions.

¢ Willingly share our skills to help others.

+ Support our team members and team goals.

¢ Maintain a positive energetic attitude while encouraging open communication with our
team members.

We appreciate and foster ongoing learning when we:

¢ Recognize that doing the important work of the Department of Social Services calls for
many skills, and requires an ongoing commitment to continued learning.

¢ Participate positively in the worker / supervisor relationship, and use this opportunity to
enhance communication skills.

ot ™

‘We bring about constructive changes when we:

¢ Keep an open-mind, and strive to understand all sides of an issue.
¢ Dedicate ourselves to learning the systems with which we work, and use the appropriate

means to effect positive change.
+ Effectively resofve differences at the lowest possible level with open, honest, and direct

communication.

‘We are guided by the Values and Principles of Monterey County
As established by the County Board of Supervisors.
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