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Using the Delphi Method, this thesis develops a list of
the desirable knowledge, skills and characteristics for Navy
Human Resource Management (HRM) specialists at each of the
following career points: (1) upon assessment by a Human
E Resource Managment Center/Detachment for selection for

training as an HRM specialist, (2) upon completion of

training at the Human Resource Management School, and (3) as
a fully-trained, field-experienced, competent HRM specialist.
This list is then examined for trends and themes and compared
to an extensive review of the civilian literature to develop
conclusions and recommendations for its use within the HRM

program.
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I. INTRODUCTION

A. SCENARIO

"I can't understand what went wrong with that HRAV on the
USS Bad News!" complained CDR Brown. "We did everything we
were supposed to and by the book, I might add. We got some
really great data on how messed up the command is, but the CO
wouldn't even listen to us. You know, come to think of it,
he was a bad client from the start. Even at the initial
visit he was negative, and stated there was no way I could
know what running a ship is like. There was a total lack of
assistance by the command in setting up time for
administration of the survey and for meetings with the CO and
XO. When it came time for feedback, he listened to our
pitch, and showed us the door. Not even a thank you! I know
everyone says there is no such thing as a bad client, but I'm
beginning to doubt the validity of that statement."”

"Gee, that's too bad," emphathized CDR Green. "My team's
experience with USS Fast Mover had an entirely different
ending. Initially the CO was apprehensive and defensive, and
by the time feedback was presented his attitude changed 180
degrees. Why he was actually proposing we assist him in
action implementation and provide follow-up assessment on

whether the actions were successful. I'm sure he will be an
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ongoing client. In fact, next week we are scheduled to do a

@ Human Relations Council Workshop and some supervisory skill D

v
PO APy
PR

training for the command. A lot of our data meshed with what

- he thought were problem issues. I guess he just must have i
_ been a better client than yours." E
E wWhat "magic formula" made CDR Green's consulting effort é
s more successful than CDR Brown's? Is success dependent on é
E the client as CDR Brown so emphatically states, or does the E
; consultant and his or her characteristics, skills, and %
g competencies have a significant influence on fostering a E
? productive experience? If certain characteristics, skills E
i and competencies are important for Navy Human Resource %
é Management consultants, can they be identified so that 5
appropriate training and evaluation tools can be developed? 2

} ]
B. PURPOSE 3

The purpose of this thesis is to determine those a

.
LY S

desirable skills, competencies, and characteristics for Navy

'-'.»..R .L-“ 2

Human Resource Management (HRM) specialists at each of the

following points in their career:

l. Upon assessment by a Human Resource Management
Center/Detachment for selection for training as an HRM

gt

oy
Lo

specialist. '

4

2. Upon completion of training at the Human Resource 3
Management School. ]

3. As a fully-trained, field-experienced, competent HRM 3
specialist. 3

3
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The individual Human Resource Management (HRM) specialist
can be considered to be the cornerstone of the Navy's Human
Resource Management Support System (HRMSS). Although minimum
standards for selection to this f£ield are stated in Section
9.202 of the Enlisted Transfer Manual (NAVPERS 15909C), these
standards do not reflect operationally-defined minimum
skills, competencies, and characteristics required for
consideration for special duty as a Navy HRM specialist, but
speak to more measurable items such as: minimum GCT/ARI
scores, performance evaluation marks, and rank requirements.
The evaluation of the potential for an individual to become
an effective HRM specialist is assigned to the interviewing
Human Resource Management Centers/Detachments (HRMC/D) as
stated in Section 9.202 of the Enlisted Transfer Manual.
With the exception of this limited information, it appears as
though there are no Navy-wide standards for the HRMC/D's to
utilize in their assessment of personnel desiring "o be
assigned to this field.

Additionally, proposed changes in the structure and
emphasis of the Navy's Human Resource Management (HRM)
program make scrutiny of this research question all the more
pertinent. Of particulcor note is the change in program
emphasis for HRMC/D's from managing human resource programs
such as race relations, equal opportunity, drug and alcohol

abuse, sexual harassment, leadership management education and

Ll

|
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training, family services, and overseas diplomacy toward an

integrated organizational development approach which focuses

upon command effectiveness and health and may address the

above areas when they are issues in the client system.
A planned curriculum revitalization at the Navy Human
Resource Management School further emphasizes the need for

identification of desirable skills, competencies, and

characteristics for Navy HRM specialists. In fact, it seems

appropriate that, in order to acquire, train, and evaluate

k- personnel prorerly as HRM specialists, a more operational
definition of these skills, competencies, and characteristics
is necessary.

This study attempts to define the ability criteria at
each of the three levels in the career of an HRM specialist
by utilizing the Delphi method, a process developed at the

Rand Corporation in the early 1950's [Ref. 1l: p.10]. The

E Delphi method uses an expert panel of respondents who, by
completing successive questionnaires, reach a consensus on

the best answer to the research question. The responses to

PR I BTN ER NS

. each questionnaire provide the information to develop the

]
e

next round of questions. For purposes of this study the
expert panel consisted of individuals from the Navy Human

Resources Management Centers/Detachments, the Navy Human

R :
FRWER X b ISP

4
ﬁ Resources Management School, Naval Military Personnel Command

(N-6), the Army Organizational Effectiveness Center and
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School, and civilian experts in the Organizational

Development discipline. The Delphi method was supplemented

S — AL 4 Kby

e

with interview and archival data to reach the conclusions

stated later in the study.

C. TERMS AND DEFINITIONS

,_,"‘5.""""'-1‘".-"‘

l. Delphi Technique

B

"May be characterized as a method for structuring a
group communication process so that the process is effective
in allowing a group of individuals, as a whole, to deal with g

? a complex problem" [Ref. l: p. 3]. I+t is a means for

Fibc
2

;- collecting and organizing expert opinion on a research

s =
hnbid ok

question with a goal of reaching a concensus of the experts i
on the best answer. "Contact is usually made with the !
respondents through a set of mailed questionnaires, with

feedback from each round of questions used to produce the

SR s

more carefully considered opinions in succeeding rounds"

Pars

[Refs 2: BP. 174].

2. Human Resource Management Support System

A system "designed to assist in meeting Chief of
Naval Operations objectives to establish a stable corps of

professionals, and to provide direction for Navy-wide

. R ——— N——
) b PRSI | ORI

activity in support of Department of Defense Human goals ...

8o on
Aosaa

It promotes sound leadership, strengthening the chain of -

command, improved management, good order and discipline,

SV o VNN

responsibility, authority, and accountability, pride,
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professionalism, motivation, and individual worth and
dignity” [Ref. 3]. Commanders and commanding officers are
responsible and accountable for implementing the program.

3. Human Resource Management Specialists (HRMS)

The individuals who staff the Navy's Human Resources
Management Centers and Detachments. As internal organiza-
tional development specialists, "they are trained to employ
consultant assistance methods for supporting command action
in leadership and management, overseas diplomacy, equal
opportunity/race relations, drug abuse control and alcoholism
prevention. HRMSs are organized into HRM Support Teams
(HRMST) and one or more HRMSTs are assigned to work with a
particular command" [Ref. 3]. HRMSs are trained at the Human
Resource Management School, Naval Air Station Memphis, and in
the Organizational Development Curriculum (857) at the Naval
Postgraduate School, Monterey, CA.

4. Human Resource Availability (HRAV) Period

A five-day period scheduled after the data gathering
and feedback states designed to develop and modify the
Command Ac¢tion Plan. This period can also include
"workshops, training and activities appropriate to the needs
of the command in furthering command effectiveness through

optimum management of human resources" [Ref. 3].

14
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II. LITERATURE REVIEW

A. PREVIOUS MILITARY RESEARCH

In 1978 a Master's Thesis was completed at the Naval
Postgraduate School entitled, "An Analysis of Organizational
Development Consultant Skill Requirements" [Ref. 4]. The
major objective of this study was to provide the U.S. Air
Force, which was currently undergoing a major change in its
consultation technology, with a "sythesized listing of the
skills, knowledges, and traits required of an OD consultant”
[Ref. 4: p. 9]. The research was accomplished through a
review of 41 pieces of military and civilian literature, plus
interviews and observations from visits to a variety of
military commands and OD seminars. Using the Kolb-Frohman
model's seven phases. The author, J. D. Spurgeon, developed
a raw skills listing for each phase which references the
sources and lists the pertinent skills associated with each
source [Ref, 4: p. 10-11, 38-79]. It is not the intent here
to duplicate that earlier study. However, there remains a
wealth of literature, particularly in the civilian sector,
much generated since 1978, not included in this analysis.
Also by restricting the analysis to the phases of the Kolb-
Frohman model plus a few generalizable traits, there appears
to be a tendency to overlook a wide variety of skills,

knowledges, and traits OD experts have listed as important to
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the consultant. In essence, Spurgeon thoroughly reviewed
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-

4 available military literature; howevs®r, his review of the
e literature available in the civilian sector was less
thorough. In that regard, although Spurgeon developed a ;
F "concise listing of the skills, knowledge, and traits ;
required of a practicing OD consultant” (Ref. 4: p.36], at

this point in time it is far from complete.

! An effort was made in this review not to cover the same
Sf ground as that covered by Spurgeon; therefore, only a few of
his references are discussed in this review. As the major
thrust of his effort was in the military literature, this

&; thesis mainly reviewed the wealth of civilian literature with

some mention of efforts in the military area. The literature
was analyzed as to trends over time, different models of
consulting styles, and research attempts, and ultimately
consolidated into an extensive listing of consultant skills,

knowledges and traits that supports Gordon and Ronald

SRRl ) O ey e | L D

Lippitts' assertion that

v-
A

"Any list of the professional capabilities of a consultant i
is extensive--something like a combination of the Boy ]
Scouts Laws, requirements for admission to heaven, and the 4
essential elements for securing tenure at any Ivy League 4
College™ [Ref. 5: p. 94]. X
B. HISTORICAL ANALYSIS 3
. L

An analysis of trends over time reveals a continually 8

(]

o

shifting and more discriminating picture of consultant o
competencies. The earliest work reviewed was a number of E

16
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articles in the April 1959 Journal of Social Issues which was

devoted to defining the consultant's role and clarifying some
issues arising out of the increasing demand for consulting F

services [Ref. 6: pp. 1-4]. This resource is important in

that it (1) sets the starting point for the analysis of
trends over time and (2) introduces Gordon and Ronald

Lippitt, two individuals who have a large involvement and

E ongoing interest in the area of consultant competencies and

i development.

Of note is that this early work did not use the
terminology OD consultant and there appeared to be no attempt
to categorize various types of consulting (process vs.

expert, etc.). One needs to remember that much of the

research done in the late 1940s and 1950s in surveying,
industrial psychology, and sensitivity training was setting b
the stage for the development of an OD technology [Ref. 7:
pp. 14-21]. It was only during the late 1950s that a number 3
of individuals consulting with a variety of organizations
coined the term organization development {[Ref. 7: p. 22].

It was in the 1960s that individuals began writing about
their experiences and the underpinnings for organizational
development were begun. For a fairly rigorous review of 1
these individuals and their theories, the reader is directed

to W Warner Burke's Organization Development: Principles and

Practices [Ref. 7: pp. 23-43]. The authors reviewed in this
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time frame primarily were cataloging their experiences and

thoughts on the change process, be it individual, group or ’

total systems change. Almost as if in passing, the mentioned
qualities required to be an effective consultant. For a
: example, Schein states one of his purposes was to give a g
i detailed account of his consulting techniques, and only ﬁ
5 briefly mentions generalizable qualities of a good consultant 3
L4

[Ref. 8: pp. vi, 132-135)]. It seems appropriate that
development of a theory of organization development and a

cataloging of personal OD consulting experiences would

K & B RO

precede a precise definition of an OD consultant.
In the early 1970s, although the term OD consultant was
not common, attempts were made to analyze the role and

behavior of consultants vice merely cataloging individual

TrevTY
T

efforts. Most notable in this area are Lippitt, who

developed criteria for selecting, training and developing

" § PORUELERURANER . § DOANCR: . ) (P VAN

consultants by synthesizing information from a number of
sources [Ref. 9: pp. 12-16], and Menzel who developed a

taxonomy of change agent skills [Ref. 5: pp. 97-100]. Both

o .
Lo i

are consolidated into Appendix A. At that time, it appeared |
that analyzing the consultant in terms of a role descriptor |
was the fashion--a trend which carries forward today and will i

be spoken to later.

In the late 1970s a wealth of literature sprang up around

] consulting skills and competencies and an increasing use of

L. 18
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Development are evidenced in the literature. These skills

and competencies are documented in Appendix A. Major trends

Pl T M T N B

- were developing during this period. One was the idea of
comparing OD consultants with other professions, namely the

. physicians and priests and also to such mystic figures as

E‘ shamans, mystic and natural healers, witch doctors,
ﬁf messianics and sorcerers [Ref. 10: pp. 198-215], [Ref. 1l1l: ;
pp. 17-33]. Another central trend is the variety of ways of g

describing consultation by means of models such as Blake and

Mouton's Consulcube and Grid. The former sets up a framework

to "identify, compare and evaluate"” consultant-client
interactions "in terms of richness, variety, and utility",

and the latter shows how a wide range of consultant skills

can be placed in a structured form [Ref. 12: pp. 442, 458-
460]. Other models include a continuation of describing the
consultant in terms of roles [Ref. 13: p. 4-7], [Ref. 10: p.

198-215], systems models [Ref. 14: pp. 185-198], and even a

model with a bit of humor, Fritz Steele's "Compleat

2

Consultants Costume Catalogue" illustrating the dimensions of

PO
el ol .

the consultant-client relationship [Ref. 13: pp 83-84].

In the area of research, many individuals were surveying

the experts about the skills knowledges and attitudes
necessary for OD consultants [Ref. 5: pp. 94-97], [Ref. 15:

pp. 1-3], [Ref. 16: pp. 22-25]. The need for a development

19

P s e B

> « -
o lan S a2 as - . - - - - ® . -
ST S SR S NP RPS R R SR /0 R R SO R ORI Y N S P R GRS U S R S S S T TN R i SO S T




friverew
o7 lo" alre

<
RS Y- Y

e ~ - -y vy
« -
R~ SOOIt S

»

LR e
, TR e
(s A TS
. L o4 Zatet

)
LAtk 7 .

Ve
. o=
*

i » § DARcaees

T
i

ST S

-
1

- ¢
o
o:te 0
» '.. ol e,

R

ce, 1%

i r

: ,‘;‘ v ..' .

...................

process and certification program for OD consultants were
becoming major issue [Ref. 17: pp. 3-5], [Ref. 18: pp. 6-12],
[Ref. 5: pp. 104-108], [Ref. 19: pp. 1-5], both of which
hinge on development of a skills-knowledge listing.

Almost as much literature on OD consultant skills and
knowledge has been generated since 1980 as prior to that
time. This underscores an increasing desire to develop a
description of an OD consultant in order to create certifica-
tion and training programs designed to maintain credibility
within the OD profession and among other professionals while
preserving the capability for different perspectives and
methods of organizational change. Those trends identified in
the literature of the late 1970s continue [Ref. 20: pp. 14-
22)], [Ref. 21: pp. 8-9] and the use of gquestionnaires, inter-
views, and literature reviews increased as a means of getting
expert opinion on this area [Ref. 22: pp. 80-83], [Ref. 23:
pp 18-30], [Ref. 24: pp. 18-24], [Ref. 25: pp. 30-35], [Ref.
26: pp. 1l4-16]. There was even a trend developing to look at
the future skills and knowledges necessary for OD practitio-
ners [Ref. 27: pp. 402-409], [Ref. 28: pp. 90-96]. Of
special note is Gordon Lippitt's idea of "developing the
total person as a 'tool-of-change' by attention to six areas
of potential: physical, socialization, intellectual,
emotional, aesthetic appreciation, and spiritual [Ref. 23:

pp. 20-21]}. This represents a level of development far
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beyond that of mere skills and knowledge, and may represent a
trend for the future.

In summary, although the development of OD consultant
competencies has its roots in the beginnings of consulting,
it has only been within the last five years that major
attempts have been made to develop a comprehensive

understanding of those skills, knowledges and traits.

C. ANALYSIS OF MODELS

As mentioned previously, there are a variety of ways
individuals have modeled consulting and 0D consultants. The
tendency to use models is not surprising in that a number of

experts mention the conceptual and analytical ability of

_building models as an OD consultant skill. See Appendix A

for references. What is interesting is the variety of
approaches utilized. Perhaps most unique for this author is
the Consulcube developed by Blake and Mouton. The cube is a
graphic model of a three-dimensional matrix which takes into
account the focal issue, kinds of interventions, and units of
change in evaluating consultant-client interactions [Ref. 12:
p. 442]. Along those same lines is Blake and Mouton's Grid
approach to structuring consultant skills, a two-dimensional
matrix [Ref. 12: pp. 458-460]. Although these models do
introduce the dimension of the client as an important
variable in the consultation process, much of the subtlety

and intricacies of the consultant's skills, knowledge and
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capabilities are not identified. Perhaps the Grid-Approach
could be used as a rating vehicle given the competencies one
wishes to assess; however, this model is not intended to
delineate the competencies required of an OD consultant. The
systems model devised by Chester Cotton and Philip J. Browne

[Ref. 14: pp 185-~198] is similar. Although it provides an

2
>0 R0 8-

accurate view of OD careers, there is little mention of the

skills, knowledges and traits necessary to proceed through

G A A A =@ sl i
PR ) R LU
. . o e

]
j

the model.
L Models which came closer to defining OD consultant
E? skills, knowledge and traits are those which analyze
% different roles of an OD consultant. Perhaps one of the most

famous and detailed of these attempts was that of Robert K.

Menzel who, in his "Taxonomy of Change Agent Skills", lists
twenty-five roles for change agent [Ref. 5: pp. 97-100]. It
is in defining the roles that he lists skills, knowledges and

traits associated with each role and thus provides a fairly

extensive list of competencies. 1In contrast, although Nadler
lists four roles for an HRD practitioner in his model which ;
combines roles, activities and categories [Ref. 20: pp. 14~ X
22], he does not address the competencies directly.

. Similarly, Tichy's four types of OD consultants: Outside

ASE Sdasails

Pressure, People Change Technology, Analysis for the Top and
Organization Development [Ref. 29: pp. 98-111l] do not address

the skills, knowledge and traits needed to be competent in
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these types. They are more attempts to categorize than
define a consultant.

The role descriptions developed by Steele [Ref. 13: pp.
4-7), Leach and Owens [Ref. 30: pp. 40-47), and Barber and
Nord [Ref. 10: pp. 198-215] fall somewhere between the model
of Menzel and those of Nadler and Tichy. They describe roles
in a similar manner to Menzel, but do not go indepth in the
development of the skills and traits associated with each
role. Their strength, particularly in Steele's work, is that
the role names evoke mental images from which traits and
skills can be more easily derived.

To summarize, though models appear useful for
categorizing consulting stvles, they do not describe indepth
all the skills, knowledges and traits necessary to become a

competent OD consultant.

D. ANALYSIS OF RESEARCH
1. Civilian

Research attempts to define major skills, knowledge
and traits required of OD consultants nave ranged from
reviews of the literature [Ref. 25: pp. 30-35] to a delphi
survey [{Ref. 28: pp. 90-96)]. Each has met with a variety of
success. Of significant note is the delphi survey
administered to 65 OD experts which requested their forecast
of the skills every OD practitioner should have in the year

2000 [Ref. 28: pp. 90-96)]. The extensive listing developed
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from the experts' input provides a detailed and projective
list of skill and knowledge factors necessary for a
consultant. This iist is incorporated in Appendix A as are
the results of the other research efforts. Although the
research covers a wide range of approaches, the preponderance
of attempts to capture consultant skills and knowledge has
been through use of questionnaires, the results of which were
either content analyzed to produce a single list [Ref. 26:
pp. 14-16], [Ref. 5: pp. 96-97], [Ref. 16: pp. 22-25] ([Ref.
28: pp. 90-96] or, as in the case of Warrick's expert vanel
[Ref. 15: pp. 1-3], reported verbatim.
2. Military

In addition to the work done and referenced by
Spurgeon [Ref. 4: pgp. 38-79], this thesis was able to review
some additional literature developed in the military
environment. One research effort performed in the Navy
environment was aimed toward generalizing the core skills the
authors associated with the Navy Human Resource Management
Specialist and an assessment program developed in the Navy
environment to OD practitioners in general [Ref. 22: pp. 80-
83]. Another military research effort was that performed by
the U.S. Army in conjunction with McBer and Company of Boston
which resulted in 130 performance indicators, 33 competencies
and 9 competency clusters for Army Organizational

Effectiveness consultants [Ref. 31: pp. 40-47]. Other
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listings of Navy Human Resource Management Specialist skills

have been developed by individual Human Resource Management
Centers and Detachments, either by analysis of OD literature

or through experience, primarily to build internal

B qualification programs.

E. COMPARISON TO PROPOSED RESEARCH
E' This thesis differs from previous research in several
ways. First, this document is not merely a result of a

single consultant's experience in and reflection on OD

consulting; it is an attempt to develop a competency listing
from an expert panel. Secondly, it is not a model-building
attempt. It is left for those who follow to develop models
and methods for initial assessment, training, ongoing
development and certification programs, and evaluation tools.
Third, it directs its efforts and findings toward Navy Human
Resource Management Specialists not OD consultants in general
or even those attached to other military services. Fourth, it
used the Delphi method as a means of accomplishing the
objective, a method slightly different than that used by

McBer and others who have developed competency lists for

military OD consultants. Finally, it uses a Human Resource

e

Management Program-wide population base for an expert panel
rather than just individual commands or civilian experts as a

source,.

TR L | T U R
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F. CONSOLIDATED LISTING OF CONSULTANT SKILLS, KNOWLEDGE AND
TRAITS

1. Description

Appendix A is the result of reviewing the literature
to discover references to skills, knowledge and
characteristics of OD consultants. The information acquired
was then content analyzed using the format of Shepard and
Raia's listing [Ref. 28: pp. 90-96)] as a starting point for
categorization. This listing was chosen for its completeness
and its inclusion of future skills. The listing is divided

-

into twelve areas: Consultation Skills, Intra-personal
Skills/Attributes, Organization Behavior/Development
Knowledge and Skills, Inter-personal Skills, Research
Knowledge and Skills, Data Collection Skills, Data Analysis
Skills, Presentation Skills, Experience Requirements,
Management Knowledge and Skills, Collateral Knowledge Areas,
and Miscellaneous. Under each area those individuals who
mentioned the entire area as a consultant competence are
listed under the title. The actual skills, knowledge and
traits in each area are boldfaced and underlined and persons
noting this as a competency are referenced with pertinent
comments in parentheses preceeding the reference source. Due

to the lengthy nature of this listing, each entry is coded to

the List of References.
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B 2. Analysis

g Reflection on the resultant list brought to light a %
#i number of areas of both consensus and disagreement. Items 3
H; with high consensus were those skills and knowledge generally ;
2 agreed in the profession as necessary for any OD effort to be 5
: successful such as organizational diagnosis, designing and

eXecuting an intervention, process consultation, entry and ;

contracting, general interpersonal skills, and organization
behavior/development knowledge and skills particularly group
dynamics, communication and open systems. Most of these

skills and knowledge are easily assessed and quantified.

Those areas that were more narrowly defined in terms of a
skill or knowledge such as socio-technical analysis, job
design/structure/enrichment, negotiation skills and most of
the research skills, collateral knowledge areas and
management knowvledge and skills received little agreement as

to their importance for an OD consultant. Also those skills

;. P il 5 oA o
ot ) A A R R E MY B
: ! o ,_.1 CO

1" [}
Sttt

and knowledge which were futuristically-oriented such as
cross-cultural theory, telephone intervention skills,

languages and nonverbal cross-cultural skills and suggestion

=

‘-

skills received little mention in the 1literature. The

reasons for this are most 1likely that (1) not enough

|

q

J

historical data has been produced for experts to agree on the Y
v

futuristically-oriented skills that are most desirable, and G
8|

(2) the narrowly defined skills only used in specific d
3

l_:
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situations and not in every OD effort are not considered
essential competencies for every consultant rather each

Qﬁ consultant should be knowledgeable of and utilize the

resources available in these areas.
The area of intra-personal skills/attributes is of
special note particularly due to the extreme length and

diversity of the content. Most of the sources agree on a few

di key skills/attributes (i.e., conceptual and analytical
ability, flexibility/adaptability, and self-awareness and
assessment); however, after these major areas of consensus
the list breaks down rather rapidly with a few experts

mentioning such items as tolerance for ambiguity, innovative-

creative, insight-intuition, and only one or two mentioning
such things as courage, self-discipline, maturity, honesty,
trustworthy, and diplomatic. The main reason for this
disparity is not due to the £futuristic-nature or narrow
definition of the categories as much as it is due to the
unquantifiableness of most of these skills and attributes,
plus the variety of mental and emotional images these words
invoke making any operational definition nebulous at best.
Recognizing this dilemma, a number of individuals agree with
Varney that

"Based on the failure of the trait approach to predict

successful behavior in other fields, I believe it cannot

succeed in defining or distinguishing competent
performances in OD" [Ref. 25: p. 32].
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Although such traits may not be useful in providing
an objective evaluation for the task accomplishments of OD
consultants, they could be infinitely valuable in assisting
him or her in developing a program to improve and expand
intra~personally as well as professionally. Development of

self-awareness and assessment, an attribute almost

overwhelming agreed as necessary for a consultant, consists
of subjective evaluation of just these traits as well as

technical skills and knowledge. Only by identifying these

o ;":::r?- ,' ‘ “zix .Al -4 a.' ..' ;' "' X 4|

T

traits and by assisting new OD consultants in their
intrapersonal development will the profession be able to grcw
and acquire credibility far beyond that of mere technical

expertise.
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ITII. METHODOLOGY

h A, THE DELPHI PROCESS i
f As mentioned in Chapter I, this study was conducted :
ﬁ utilizing the Delphi method. The Delphi process usually
ﬁ consists of four phases: (l) individual exploration of the ;
; research topic by each expert panel member, (2) gaining an 5
f understanding of how the panel as a whole views the issue, E
E (3) exploring dizagreements Lbetween panel members, and (4; a :
: final evaluation [Ref. 1l: pp. 5-6 ]. However, due to {
E constraints in time (six months vice the year reported by ;
. Shepard and Raia [Ref. 28: p. 90]) and one person performing ;
the research and monitoring function, only phases one and two f
have been completed with a final evaluation following phase i
two. This means that areas of disagreement were noted and @
analyzed, but no attempt at exploring and resolving those f
areas was made.
The Delphi method was chosen because (1) the world-wide [ ]

dispersion of the fairly large panel of "experts”" precluded

face-to-face methods for developing this listing and (2) as i

the Delphi process tends to reduce "psychological ®
communication barriers" and "specious persuasion", and
"provides each participant with equal opportunities for

influences" [Ref. 2: pp. 176-177] the probability of rank and J
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position power vice objective reasoning influencing the

outcome of the study would be lessened.
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B. FORMULATION OF EXPERT PANEL AND MONITORING TEAM <
Because the study is directed toward developing )
1

competencies for Navy Human Resource Management Specialists,

the majority of expert panel members were chosen from this

population. These individuals were supplemented with experts

Mo N PR

from the Army Organizational Effectiveness Center and School,
Fort Ord, California, and recommended civilian experts who

included both professors at the Naval Postgraduate School,

b OO

Monterey, California, and civilian OD consultants.

O+ AP Y]

As the Delphi method does not use a random sample, the

normal problems associated with that process were not an

issue. However, a trade-off had to be made in selecting the X

ke "best" expert panel because: (1) the lack of a standard HRM

. system-wide rating procedure did not allow for objective

selection of the "most expert" HRM specialists and (2) it was

Lk sl ¥ o Y

virtually impossible due to the world-wide dispersion of the

HRM specialist population and a lack of personal knowledge as
to the expertness of each HRM specialist to personally select -

the members of the panel. Therefore, given the above

s constraints, effective selection of the expert panel g
t; necessitated a decision to provide each Commanding Officer j
E and Officer-in-Charge of an HRMD/C as well as Commander, i
! Naval Military Personnel and the Commander, Army M
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Organizational Effectiveness Center and School with three
copies of the initial questionnaire with a request that they,
as expert managers of HRM specialists, and two of their
consultants whom they felt were the most qualified, serve on
the expert panel and complete the questionnaires. Appendix B
contains a copy of the letter sent to all the above-mentioned
individuals. Although this process did not totally ensure
that the "most expert" individuals served on the expert
panel, and allowed for increased subjectivity of the
selection process, it was necessitated by a lack of available
alternative methods.

The selection of civilian experts was based on two
criteria: professional station and reputation. Professors
in the Organization Development curriculum at the Naval
Postgraduate School seemed logical choices because of their
expert knowledge of both the HRM system and organizational
development. Other civilian experts were chosen primarily on
their expertness in OD as known to the researcher, with a
secondary bonus being any experience in the military
organizational development field. Each civilian expert was
contacted by personal letter and given the option of (1)
participating, (2) declining to participate but consenting to
an interview, and (3) declining to participate. The personal
letter and demographic data form are presented in Appendix B

and were forwarded with the initial questionnaire.
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Although a proper Delphi method utilizes an editorial
panel to perform content analysis and larger research teams
to conduct the study, the constraints of time and lack of

available personnel precluded this luxury.

C. THE INITIAL QUESTIONNAIRE

The initial questionnaire (Appendix B) was developed to
allow the respondents maximum flexibility in answering the
research question. The number of questions was limited to
three, the content of which correlated to the three areas of
the research gquestion as set forth in Chapter I. Each
respondent was also requested to complete a demographic data
form, primarily to develop the mailing list for the second
questionnaire. The time limitation for completing and
returning the initial questionnaire was 23 February 1983;
however, due to a number of factors including: (1) problems
getting approval to conduct the survey, (2) the sluggishness
of overseas mail, and (3) the comments of the respondents as
to their late receipt of the questionnaire, it was decided to
accept all the initial questionnaires which were returned.
The respondents were encouraged to be creative in their
replies.

The responses to each guestion on the initial
questionnaire were content—-analyzed using a three-phased
approach. The first phase was to group those responses with

essentially the same wording. One this was accomplished, the
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responses were regrouped to combine those responses with
similar but not exactly the same wording in order to get the
consolidated input down to a workable form. Each grouping
was then analyzed to develop a short statement to describe
the cluster of elements in the grouping. These statements
were used for the third iteration which was designed to
assess the general themes of the informaticn generated by
each guestion. The information gained from this analysis was

used to generate the second questionnaire.

D. THE SECOND QUESTIONNAIRE

The second questionnaire, Appendix C, was developed using
(1) the initial three research questions, (2) the three theme
areas generated by the content-analysis: knowledge and
experience, skills, and characteristics, and (3) the data
resulting from the initial questionnaire. The aim was to
develop a consensus by the expert panel as to the importance
of each item for the career stage under consideration. Panel
members were asked to rate each item as to its importance
using a five-point Likert Scale. A score of 1 meant the item
was essential at that career stage and 5 that the item was
not important. The questionnaire plus a demographic data
form to aid in statistical analysis of the results was mailed
directly to each expert panel member thus reducing the
mailing time, and the deadline for responses was set at 31

May.
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ai The responses were prioritized by mean scores and
r
analyzed as to the amount of dissensus or variance for each

item. Pertinent comments made on the second questionnaire

hi were also analyzed as to content and application to the
L research attempt. The remainder of this thesis reports the

findings and sets forth some conclusions and recommendations

2
FEEVERY e

generated by this project.

Bl b |
O
[

Y
]
.

|
s
LTy AP S

o
'

14

e e
’ i .
£

0
o
LR

5‘ 35

GH U L DS PP s Lty 50 ¢ s B PE)




APPSRt St S S Taot “umte Thottfhese ettt ke Thads Tt Shasn- St St Miniet Shaie fhds Matie: Sefe S ek dhain et Sl Bocs 200 S d Inda dem e Siea Snse e B oo o e T e—
TR, e W T e T e e M e, . et L i - ot tat gl & T oy o i iy M i e o 2 e iy o i - B

IV. RESULTS

A. QUESTIONNAIRE ONE 5

1. Demographics

A total of 61 questionnaires were mailed; 10 sent to

civilian panel members, 48 mailed to 16 Navy commands and 3

to the Army Organizational Effectiveness Center and School,
E Fort Ord, California. Forty-seven questionnaires were
completed and returned (4 civilian and 43 military
respondents) for a return rate of 71.3%. In addition, three

civilians preferred to be interviewed and one individual did

not wish to participate in the study.
2. Results
As described in Chapter III, the data received were

content-analyzed and all items which two or more respondents

listed as important were included in questionnaire two.

/‘

B. QUESTIONNAIRE TWO

1. Demographics

A total of 47 questionnaires were mailed to the
individuals who completed questionnaire one. Of these, 38

were returned by 31 May, the cutoff date, which constituted a
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3

return rate of 80.8%. The following table shows the

demographic information on the expert panel including their i

g . distribution over paygrade (Table I), length of time in OD q
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field (Table II) and highest level of OD training attained

(Table III).

TABLE I

DISTRIBUTION OVER PAYGRADE ]

PAYGRADE # OF RESPONDENTS PERCENTAGE i

0-6 2 5 -
£ 0-5 9 24
o 0-4 8 21 i
Fl 0-3 6 16 ,
- E-9 4 10

E-8 4 iy

E-7 1 3

CIVIL SERVICE 2 5

CIVILIAN 22 5

TOTAL 38 100

TABLE II

LENGTH OF TIME IN OD FIELD

LENGTH OF TIME IN OD FIELD # OF RESPONDENTS PERCENTAGE

LESS THAN 1 YEAR 3 8
1-3 YEARS 20 53
4-6 YEARS 6 5
. 7-10 YEARS 5 "
: OVER 10 YEARS 4 e
TOTAL 38 100
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TABLE III

HIGHEST LEVEL OF OD TRAINING ATTAINED

HIGHEST LEVEL OF OD

TRAINING ATTAINED # OF RESPONDENTS PERCENTAGE
NO FORMAL TRAINING 0 0
HUMAN RESOURCE MANAGE-

MENT (HRM) SCHOOL 1 2.75
HRM SCHOOL AND SELF-

STUDY 21l 55.00
BS OR BA IN OD/HRM 1 2.75
MS OR MA IN OD/HRM 9 23.00
PhD IN OD/HRM 4 11.00
ARMY OE SCHOOL 1 2.75
ARMY OE SCHOOL AND

HRM SCHOOL i 2.75
TOTAL 38 100.00

2. Results

Each of the 171 questions comprising questionnaire
two was analyzed using the Statistical Package for the Social
Sciences, developed by Nie, Bent, and Hull for mean, standard
deviation, mode, and number of elements in mode. They were
then prioritized under the subdivisions (knowledge and
experience, skills, characteristics) for each career stage,
using the mean score as the main prioritizing factor.
Although this is contrary to the modal concensus method that
most researchers use [Ref. 2: p. 175], it was felt that (1)
the lack of a third questionnaire coupled with (2) the finer

discrimination offered by the mean vice the mode made this
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