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Paper outline: F.S.T O.D intervention 
 
 
Introduction: The paradox of process consultation: 
 

Managers are demanded to 'promise and deliver' definite results in a 
obligatory time frame while operating in a less and less controllable reality. 
Organizational Development consultants, while working in the traditional 
model, are asking managers to engage in a long term developmental process 
in which the results are not 'promised', the time frame is not obligatory and 
there is no one responsible if the results are not 'delivered'. This is all possible 
due to the shared belief/claim that organizational process is a highly 
interactive, self creating and surprising by it's nature and course so there is no 
way to say what will be accomplished and when. The consultant is committed 
to act out of professional knowledge, code of attics and integrity and do the 
best he can to support the client. 

Would a Board of Directors sign this type of agreement with a CEO, or 
with a start up manager? 

If a practicing teacher would tell us that a student or a class failed to 
understand and master a body of knowledge just because he or they lacked 
motivation, and this process of teaching learning is highly interactive, will we 
render empathy and understanding?  

At the end of the 20th century there is a growing similarity between the 
uncertainty in deferent fields: many of the managers are operating in a reality 
that is as interactive, surprising and self-creating as OD processes (or much 
more) and still have to "promise and deliver" results. In our contemporary 
world more and more professionals are creating and producing results that 
they are held accountable for in less and less controllable conditions. We are 
all wind surfers trying to master the wind and the sea of life, working to 
position ourselves right and to develop our basic knowledge and skills to be 
able to survive and ride the waves, fall and rise. 

In this type of a world many managers find themselves reluctant to 
engage in a long term OD venture even when they do so. This paper will 
introduce a model of short-term organizational development and discuss its 
advantages and limitations. 

 
 

 
What is O.D? ( *) 
 (Marc, (*) would be the sign I am still looking for better sources on that topic) 
 

OD Definitions  
 
Burke, W. Warner OD '80 CONFERENCE 
"For the consultant's intervention to be consider Organizational development 
(OD) it must:  
1. Respond to an actual felt need on the part of the client. 
 2. Involve the client in planning and implementing change Intervention. 
 3. Lead to change in the organization's culture. 
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French and Bell, "Organizational Development", 1973 
The general idea of OD is : 
" It is possible for people within an organization collaboratively manage the 
culture of an organization in such a way that the goals and purposes of the 
organization are attained at the same time that the human values of the 
individuals within the organization are furthered." 
 
 
Common practices of O.D  (*) 
 Nature of contract 
 Characteristics of structure (goals, time frame) 
 Characteristics of relationship (roles, responsibilities) 
  
 
Limitations and Illnesses of O.D common practice: (*) 
 

("If you don't know where you are going any road will take you there"- 
Allis in wonderland) 
Lack of focus leads to energy waist and or poor results in terms of 
desired change and new, meaningful learning. 

 
With unclear boundaries the trust is hard to develop. 

 
Over dependence or paranoia from dependence develops at the client. 

 
No clear link between the organizations main stream and the process 
of organizational developments puts it on back burner. 

 
Hard to plan and budget the process and to compare it to other 
alternatives. 

 
 
What is F.S.T O.D? 
 
 Definition 

Basic assumptions 
Goals 
Structural characteristics 
Relationship characteristics 
Stages of work 
Prerequisites for success 
 

Definition 
Focused short term OD is a consulting mode in which a contract is created 
between the consultant and the client, as autonomous people exercising their 
free choice, to engage in work together to induce desired focused and lasting 
change in the client system within a defined period of time. (no more than 3-6 
months).   
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Building Blocks of the working model  

1. Short-term time definition                   
2. Mutual free choice                
3. Focussing                                  
4. Reflection and evaluation            
5. Modular Multiplicity                         

 
1. Short-term time definition                    
This mode of operation assumes "Eternity is now", the present moment has in 
it all the past and future that are relevant and required for learning and 
change.. 
Short time life span of this consulting mode is defines as a span of 1 to 6 
months length with weekly or BI-weekly meetings/sessions. This mode of 
work also assumes awareness of & obligation to due dates by both the client 
and the consultant. 
 
2. Mutual free choice    
It is absolutely essential that both the client and the consultant exercises free 
choice in creating their contract. The atmosphere during the initial stage of 
probing should be friendly and open.  Nobody knows better than the parties 
themselves "what is good for them", no patronizing of any kind. Free of 
prejudice and blackmail such as: 'this is a great consultant if you don't think so 
probably there is something wrong with you'; or 'a good consultant is 
measured by his ability to work with anyone who wants to work with him'. 
Client and consultant should learn about one another, share their 
understanding of what is needed and than ask themselves are they able and 
willing to do it together. This relationship should never be treated as a 'catholic 
marriage' but as an on going option.         
 
3. Focussing                                   
 Since we are using short time frame and our goals are of a developmental 
nature (OD) it is critically important to zoom on issues that are: Significant and 
essential by their very nature and have leverage to induce change in the near 
future. Working in this mode means to never adhere to the technical level only 
but to choose focal issues that represent existential basic conflicts (see also 
Mann).            
 

4. Reflection and evaluation           
As a way of constantly keeping the relationship between client and consultant 
an on going option pre-designed time for reflection and evaluation is essential 
because reflection and evaluation creates the opportunity to re-examine & re-
define the issues in focus and the relationship. Another existential opportunity 
lies in using the counseling relationship as a prototype of limited engagement 
work-like relationship. Since both the client and the consultant are involved in 
a phenomenon with an interactive nature it enables them to learn about 
interactions in general, and in work environment in particular, as partners in 
exploring their microcosm.  
 
5.  Modular Multiplicity                         
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This structure could be repeated after a while of absence if the client initiates 
so. A choice of multiple & sequential F.S.T. intervention along the following 
pattern: Focussed/ short-term intervention - absence - F.s.t.i.- absence- F.s.t.i.  
- absence  is recommended as a form of long term OD because "Existing 
absence" is a growing edge for both client and consultant. The client is able to 
fully own any change he undertook and do it in his own private way; the 
consultant is able to let go of that relationship and, if so desires by the client 
and re-chosen by both, to start anew with valuable information. 
  
Basic Assumptions: of the working model 

1. Any interaction is a whole (drop) and it reflects the essential virtue of 
the  whole (ocean) 
Any interaction is a "Fractal"/"Holon". 
Because of that, every meeting is a unit of Fst OD and all the period of 
working together is higher order unit that includes the rest.  

2. An experiential way of learning is highly meaningful and very effective 
in terms of transfer of learning and sense of ownership of the new learning 
on the part of the client. It is also very efficient in terms of time per quality 
and quantity (Portraying through role, metaphors, associations, 
demonstrations, and analogies....)                               

3. The process of creating and maintaining the counseling    (contract and 
     relationship) is, and should be, analogous to the business-world contracted 
     Behavior. 
Fst OD is a business like relationship combined with therapeutic goals and a 
vocabulary. 
 
 
Essential characteristics of the working model 

F .S .T OD Intervention should be: 
Temporary & Partial by definition         (yet at the same time) 
Meaningful & Fruitful by results 
Hopeful & Helpful by nature of experience 
 
Structural characteristics 
For OD to be of a FST mode there are three structural pre-requisites: 
1.Short-term intervention: 
Time frame from beginning to ending will not exceed 6 colandery months and 
will be known in advance and after which the consultant leaves the 
organization. 
2. Focus; 
3. selection of clients 
 
Triangular structure of: well defined and agreed upon GOAL, clear meaningful 
and elevating FOCUS (makes it partial) and a SHORT TERM (makes it 
temporary)  
 
Relationship characteristics 
For OD to be of a FST mode there are few ingredients the consultant has to 
bring to the consulting situation as prerequisites; 
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1. Enthusiasm; essential when the time is limited yet the issue at stake 
meaningful and important.  

2. Empathy and high commitment: that means saying: 'I know what you 
are going through and we are in this together. This stance is necessary for 
creation of trust and openness. Helps create a bond rapidly. 

3. Egalitarianism: a consultant that would give information so the 
relationship can be choiceful and empowering for both sides 
Triangular prerequisite of characteristics includes Enthusiasm (makes it 
hopeful) on the part of both consultant and client to work together on the 
issues they decided upon. To be fully aware of the partial and temporal nature 
of the relationship they are engaged in and to cooperate from a non-
hierarchical and mature paradigm of partnership.    
  
F. S. T  - OD Intervention PRIZMA 
 
                              Enthusiastic 
 
 
            
              Temporal                                             Mature 
   Empathetic and commited    egaliterian 

 
Choice of client/compatibility 
 GOAL  

 
 

FOCUS                                  SHORT TERM 
 
 
 4  Working Steps of the working model---(Marc,-is this necessary????) 

1. Preliminary (phone) call   
2. Initial session 
3. Working sessions 
4. Concluding session               

  
1. Preliminary (phone) call- rough screening of computability                                                                                 
2. Initial session  - through screening of computability 

      - Emotional and practical foundation 
3. Working sessions - goal accomplishing through learning                    
4. Concluding session   - reflecting, planing for the future, separating 
  
 
 
 
F.S.T O.D in the mirror of short-term therapy theory and practice. 
 Definition of psychotherapy (Chaim Dasberg pp20-32) 
"Psychotherapy is a verbal intervention in a diagnosed situation, in an orderly 
fashion and with the goal of expanding the range of the patient's choice. 
Short-term therapy characteristics are: 
Structural frame:  
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- Limited number of meetings (12 according to Mann, up to 40 , Malan) 
- Known and predetermined frequency. 

Goal: 
- Attaining holistic, deep and lasting change ( psychodynamic 

orientation) 
- Attaining partial changes ( supportive, symptomatic, corrective, 

behavioral orientation) 
Criteria for choosing short term over long term therapy; 

- Reasons of efficiency and saving of therapy length; releasing the 
patient of his pain as soon as possible. 

- It is impossible to use long term therapy for deferent objective reasons 
and there is no fear of damage 
 
The built-in prices of long term therapy/the advantages of short term 
therapy ( from; "Short term therapy" by 
1.The therapists became more passive, obedient to the principles of      
'neutrality', that is considered necessary for the formation of transference. 

2. The therapist's personality as a human object had disappeared. 
3. The laws of the unconscious are dominating the arena. Which means, 

that time boundaries disappear.  
4. Since the therapist is not able to terminate the therapy , rigid 

procedures start to appear : Deep levels…therapeutic perfectionism  etc. 
With that two negative processes emerge: 

5. Enthusiasm, a very important therapeutic component, disappears. 
6. Therapy is prolong unnecessarily because of a lack of terminating plan' 

point or objective. 

( I think In OD work the situation is much the same, especially the last two. 
What do you think?) 
Choosing patients for short term therapy is described by Anna Freud case: 

 Strong motivation and ability to express emotions 

 Strong ego forces 

 Able to develop meaningful relationships 

 It is possible to quickly define a central focus for therapy 

 There is a relevant central conflict 

 Willingness to change  

 The therapist ids able to focus and to avoid/ignore what is not focal. 

 The therapist is empathetic, supportive and over all, enthusiastic. 

 And last…like nowadays, there is no follow up… 
 
(Marc, I have a lot of comparative material from the short term therapy models 
but didn’t have time to decide what to use so I translated parts of it) 
(*) At the time I didn't find anything on short term OD but it was 5 years ago 
and we should cover that for this article) 
 
 
Advantages of the F.S.T O.D Model of intervention:  
 

To the client 
To the process of Organizational Development 
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To the consultant 

When is the employment of F.S.T. OD. Highly recommended? 

 The client has some relevant knowledge about or previous experience 
with counseling process. 

 There are the possibility and motivation to define goals/objectives or 
wants. 

 An experienced consultant. (yet not too charismatic and/or  self 
centered in his work) 

 The client/ client organization has paranoiac and xenophobic 
characteristics.  
 
Clients of today: description 

 Sophisticated, experienced 

 Aware of the existence of OD. and other organizational counseling 
alternatives. 

 Awareness of organizational and personal processes.  

 Demand results 

 Bestow critical significance to time, timing, deadlines 

 Expect immediate "transfer of learning" 

 Tolerance for long term processes differs highly. 
Trends///... 
*** Interdisciplinary practices 
*** More modularity and temporality in human relationship 
 
 

 
  F. S. T- OD: Growing opportunity for both Client and Consultant   
Model's Building block and the growing edge for Client and Consultant :        
1.      Choice                    
   - Liberty to inquire, learn more, think and only the autonomously decide. 
   - "Lack of compatibility" is neither 'resistance' nor 'disgrace'.  
2.      Focus                    
  -  Induces goal orientation. 
  -  Directs and channels. 
 
3.    Short-Term             
  -  Commitment to deadlines.   

- Gives a natural sense of control. 
 
Choice & Focus &Short -Term               
 - Freedom to devote oneself, to dive deep. 
 - Enables meaningful intensity, enlistment and enthusiasm without 
exhaustion.   
- Immediate and direct transfer of learning.  
 
4.    Reflection 

- Provides a rare opportunity to explore in a quite and  safe 'playing space'. 
5.     Modular                 
  - Enables the maturity & intensity of a short intervention without threat of 
unknown duration. 
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  - Enables the consultant to maintain the  new look of an alien along with the 
continuation of trust and positive attitude. 

- Promotes self-efficacy (by existing absence) 
 
All together 1-5             

- Free to experience and to explore the nature of meaningful modular 
(pa temporary) relationship 
 - Opportunity not to waste time on controlling. 
 - Opportunity to end the counseling process naturally and willingly Guilt, 
sham, sense of failure does not have to play dominant role. 
 

 
 
Long term OD as a sequence of F.S.T OD interventions and pauses 
 
 
The important role of the absence of consultant 
 
 
Ramifications: for practice, for research 
 
 
When and how was this specific model first initiated? 
The model evolved in 1985when I was sent, by a consulting firm in which I 
was employed, to analyze the management training method of a "high tech' 
company that was in rapid growth. The management training was organized 
as a series of workshops for a group of 16 mid-level managers that where 
conducted by consultants from the firm I was working for. After observing and 
conduction one of the workshops myself, as a way of learning and diagnosing 
I had come to the conclusion that there was nothing to be gained by bringing 
that group together. Quite the opposite, at that stage at the company's life, 
only potential damages could come out of group training, since much 
frustration and complaints were expressed in the course of the workshops. 
The members of this managerial level thrived for independence on one hand, 
and on the other hand, were led by a centralizing management. It was quit 
clear that neither the participants, nor their managers were ready to go 
through the next stage, especially not as a group, since it could be interpreted 
as "an uprising". With these provisions in mind, we discussed the issue with 
the CEO. He asked for our opinion as to what would be compatible with the 
needs of the organization and this group's development. We recommended 
personal counseling, to the 16 members who had participated in previous 
management group workshops, each tailored to his own individual needs and 
choices. On this specific issue I turned back to my employing consulting firm 
for advice. My supervisor's response was "go and find out what needs to be 
done, you will find the way". Eventually I found myself explaining to each one 
of them what managerial consulting was, what personal development was all 
about, in the framework of what issues and themes are relevant, the various 
possibilities of working contracts as well as asking them to tell me about 
themselves, about their ways of performing and their managerial job. I 
suggested that we, together, would look into the question of 'if and what we 
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will be doing together. The outcome of these deliberations was 14 different 
individual contracts, 12 of which I was supposed to consult personally and 2, 
another consultant was chosen by the clients. Six contracts out of the 12 had 
similar frequencies and goal(two hour BI-weekly session) with the objective of 
improving managerial skills by means of discussing the real issues of work 
while they are happening. The other six were somewhat deferent: once a 
month to understand the enterprise; once a month for development of the 
skills required for the forthcoming job; once every two months for mutual 
update. It was an tailored model with each one, done individually, but the 
repetitive interesting pattern that evolved was that each meeting started with 
an update from the client to me. These updates where spontaneously initiated 
by the clients and enabled me to work systemically. The managers had never 
asked me to repot to them, nor inquired as to what I had been doing with the 
information I accumulated. 
 The only factor not included in the preliminary model was the 
concluding date of the consulting. Specifications of intentions and goals that 
calibrated our work were formulated, as the framework of our contract. When 
the process was on it's way, I introduced the issue of periodical reflective 
thinking and discussions to enable ending the consulting without a feeling of 
guilt, or alternatively continuing the process from a renewed perspective and 
focus. 
 In summary: 

 The initial development was to establish free choice through a joint 
and open compatibility check, done mutually between the consultant and 
client. 

 Second development stage was the definition of goals and 
calibration by creating a focus. 

 The use of reflection as an instrument to explore evaluates and 
refocus the process and relationship. 

 Time determination was developed only in part. 
 
 
Examples of field work according to this model: 
1. Mid-management level development. 
 Done in high-tech firm in rapid growth, through personal consultation to 16 
managers. Was part of a larger OD project that was geared to preparing the 
ground/foundations (of thought, skills and systems) necessary for rapid 
growth. 
Goal (results): Foundation of potent managers in middle level that will be 
sophisticated in their thinking, aware of themselves and their surroundings, 
cooperative and able to cope well with sudden changes and uncertainty in 
general. 
Focus (issues addressed/discussed and worked in the consulting): was 
different from one manager to the other, retailored periodically. 
Duration: between 6-24 colanders months, a 1.5 hours bi-weekly or monthly 
session. 
Freedom of choice: Each and every one of the clients and the consultants had 
a choice whether to involve in consultation, with whom, for what goal, in what 
fashion and intensity. 
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Technique: Joint tailoring of working routines, personal empathy (Mann) and 
the creation of a strong working alliance between consultant and each one of 
the clients in person and with the system in general. Deep understanding of 
the specific organization's context. 
Consultant, and later on clients followed through, committed to results that will 
be fruitful and helpful to the organization. 
Personal level results: personal growth, improvement of managerial skills in 
terms of bottom line results or in terms of the effort and psychological costs 
paid for good results. Managers developed greater awareness and insight 
about themselves and about the organization; widened their range of 
alternative ways of thinking and acting on the job and enlarged their ability to 
contain uncertainty and diversity. 
Organization level results: Mid level of management that is mature, 
cooperative, more sophisticated and aware of larger picture. Decrease of 
ambivalence towards a very demanding organization enabled increase in 
positive identification with the organization and its goals. All the above 
contributed greatly to the survival power of the organization when, a year 
later, there was a crisis of cash flow and no one of them left the organization. 
 
2. Improvement of job-interviewing skills. 
Personal consultation paid by the client personally. 
Goal: To find desired job as soon as possible (within 3 months) 
Focus: Improving self-presentation skills. The interviewing skills should match 
the real ability. 
Duration: Pre-determined by the consultant as 4-6 sessions of 1.5 hours each. 
Actually took only 3 meeting since the focus was obtained. 
Freedom of choice: The client was highly motivated for this work, with high 
psychological insight. There was a willingness to work together both on the 
part of the client and on the part of the consultant due to a previous 
successful teaching-learning relationship. 
Technique: Very focus on the task and it's operational definition. Since the 
goal was a behavioral one we insisted not to slide to wider and deeper 
possibilities. Very clear goal/objectives setting, reflection and a lot of role-
playing and rehearsing.  
Personal level results: A repaid improvement in relevant skills with relatively 
low cost and effort. A desired job was chosen out of a verity after one month 
of interviewing.  
 
3.Management-team-building of operations in a high-tech industry. 
According to the managers request, and after  
 
 
 
 


