
Organization 
Development 
A member service of the American Society for Training and Development, 
Organization Development Professional Practice Area 
 

Scoring a Place in OD:  Skills for the Transition 
 

by Sherene Zolno 
 
 
 
From the outside it looks easy, a simple 
step.  But most folks currently working in 
the field of Organizational Development 
will tell you that the transition from 
training into OD is more like a giant leap.   
 
I believe that the gap has to do with what is 
called logical levels.  Logical levels, which 
come from the work of anthropologist 
Gregory Bateson, are indicators of where in 
the hierarchy of values and impact that a 
particular state is operating.  Each level is 
more abstract than the level below it, but 
has a greater impact on the individual or 
the system.   Changing something at a 
lower level could, but would not 
necessarily affect the upper levels, but 
change at the upper levels will always 
impact the lower levels.  The levels include: 
 

1.  Identity -- Who I am -- 
2.  Beliefs -- What I value 
3.  Capabilities -- What I am able to 
do 
4.  Behaviors -- What I am doing 
5.  Environment -- External context I 
am operating in 
 

So in the case of the trainer vs. 
organizational consultant, instead of 
working primarily at the levels of 
environment, behavior and capability, 
organizational consultants add work at the 

levels of beliefs and identity.   In fact, as 
articles in the previous issue of the ODPPA 
newsletter stated (see the October 1992 
Systems issue, "Skills for the New 
Paradigm:  Lessons from Italy.") you are 
missing a bet if as an OD consultant you 
aren't focusing on the entire organizational 
system, at all logical levels. 
 
One of the keys to increasing your 
capability in diagnosing systemically is 
having a model or framework for 
assessment, one that directs your 
intervention in a systemic way.  One useful 
framework is the S.C.O.R.E. Model, taken 
from the work of Neuro-linguistic 
Programmers Robert Dilts and Todd 
Epstein.  Basically this model defines your 
work in diagnosis as belonging to two 
arenas:  Symptoms/Causes and 
Outcomes/Effects.   
 
The symptom is the presented problem. 
(example: the staff need training).  As an 
OD consultant, it would be your job to 
perceive this problem as merely a clue on 
the trail to the underlying cause (example: 
staff don't believe their manager will 
reward new behavior).  Equally important, 
though, is your role in assisting the client to 
clearly define his or her outcome/goals and 
what will be the longer term results of 
achieving that outcome (the effect). 



 
Finally, the "R" in the S.C.O.R.E. Model 
refers to resources the situation requires in 
order for the gap between the present 
Symptom/Causes and Outcome/Effects to 
be closed.  Once you have identified the 
resources that are needed (by the 
individuals, team, organization at all logical 
levels), you would be able to design an 
intervention strategy to bring those 
resources into the system. 
 
From the field of Neuro-linguistic 
Programming (NLP) comes a second model 
to help you guide your clients to clarity in 
their outcomes.  Called "Well-formed 
Outcomes," this model directs you to seek 
an outcome defined according to the 
following criteria: 
 
1. Is stated in the positive (what you want, 
not what you don't want). 
2. Is stated in specific terms (what do you 
want to see, hear, feel). 
3. Is able to be initiated and performed by 
the individual (not something you want the 
other guy to do).  
4. Preserves the positive by-product (what's 
going on in the current situation that you 
want to keep in the new situation). 
5. Is ecological (has a positive impact on the 
system, including others, around you). 

 
Putting these two models into practice 
provides a trainer and other organization 
change and coaching professionals with a 
framework for work at the level of system 
change, a step on the way to whole system 
change and OD consulting. 
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