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What’s in this session?
Part 1

An overview of the case for OD
Using the WRQoL scale to evidence effective 
OD interventions

Part 2
Principles for building an OD intervention
The 5 Stage OD intervention plan
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Part I – Why Organisational Development?
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What is Organisational Development?
Therapy for organisations! 
Based on Behavioural and Social Science 
Principles
A philosophy which assumes: 

People can change for the ‘better’
If people feel better they will be more 
productive & give more ‘discretionary input’

A model for organisational change management
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Do you believe in OD?
If you treat people like cogs in a machine you 
can optimise performance / productivity
Unfortunately people don’t like to be treated in 
this way
Unless they are very motivated they will not work 
in this way 
Recent research has shown that the most 
productive organisations are those with the 
happiest and most dedicated employees
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Why be more productive?
Why do some people give more to their job?

To earn more money
To be promoted
To have respect / praise
Because they believe in their job
Because they believe in the overall values or 
aim of the organisation
Other internal / external drivers
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Can organisations influence this?
Besides good salary, promotion and appraisal structures, 
how can you influence the amount of discretionary input 
staff give?

The OD approach / philosophy says you can, by improving 
or engendering better staff:

Engagement
Organisational commitment
Well-being
Quality of working life, etc
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How can you improve something 
without being sure what it is?

A good point – but does it matter?
Only if you want to measure / change it
You if you need to change ‘it’ you need to 
evaluate the change
Evidence based practice
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How do you measure this thing?
Perfect measures
Imperfect measures
– Indirect measures

• Expert opinion
• Human Resources
• Organisational performance data

– Direct measures
• Staff surveys
• Psychometric scales

9
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How do you measure this thing?
Perfect measures
Imperfect measures
– Indirect measures

• Expert opinion
• HR data
• Organisational performance data

– Direct measures
• Staff surveys
• Psychometric scales
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How do you measure this thing?
Perfect measures
Imperfect measures
– Indirect measures

• Expert opinion
• Human Resources
• Organisational performance data

– Direct measures
• Staff surveys
• Psychometric scales
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What is a good direct measure?
A questionnaire that has evidence it is 
psychometrically valid and reliable 
Has a well established set of norms / benchmarks 
for the group it is being used in
Contains multiple measures of the concepts being 
evaluated
Has evidence it is related to other measures of 
interest

13
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The Work-Related Quality of Life scale
Developed by University of Portsmouth researchers
A reliable and valid psychometric scale*
Benchmarked in the HE sector with 10 sample 
organisations and 6000 staff
Has been validated alongside the HSE Work-Related 
Stress Indicator Tool scale**
Assesses a broad range of factors including General 
Well-being, Job Satisfaction & Employee 
Engagement 

14**Edwards, Webster, Van Laar & Easton (2008) *Van Laar, Edwards &  Easton (2007)
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What does the WRQoL scale measure?

15

Many more things influence the effect your job has on 
you in addition to the job itself, just as many things will 
influence your overall quality of life…
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WRQoL Usage
Since 2003 the scale has been used by:

• UK: 11 Universities, 4 HE Unions, Parts of 
large charitable organisations (BBC, RNLI), 
NHS Trusts, Schools & Others

• Abroad: Researchers in 20+ countries

• Translated into: American English, Welsh, 
Turkish & BSL
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WRQoL Scale Factors
Job Career Satisfaction (JCS)
How far you agree that you are generally happy with your ability to do your work

General Well-Being (GWB) 
How much you agree you feel generally content with life as a whole

Home-Work Interface (HWI)
How far you agree that the organisation understands and tries to help you with 
pressures outside of work

Stress at Work (SAW)
How far you feel agree you experience stress at work

Control at Work (CAW) 
How far you agree you feel you are involved in decisions that affect you at work

Working Conditions (WCS)
The extent you agree that you are happy with conditions in which you work

Employee Engagement (EEG) 
How far you agree you feel motivated to do your best for the organisation

20
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‘Full’ QoWL Survey
23-item, 6 Factor WRQol Scale

36-item, 7 Factor HSE Stress Scale

20-item Workplace Well-being Outcome scale 

10-item Biographical Information scale

At least 1 open question

22
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Part II – Doing Organisational 
Development
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Research based surveys, analyses & solutions

www.qowl.co.uk

ODI KPIs
How do you evidence the effectiveness of 
Organisational Development interventions (ODI)?

You develop a measure – often called a Key 
Performance Indicator (KPI)
A KPI is used in large organisations to assess 
departmental, organisational, sector or even 
nationally important factors
A KPI provides a valid measure of performance 
and change

24
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WRQoL ODI KPI?
In our model of organisational development:

Work-Related Quality of Life scale
provides the

Key Performance Indicator
which evidences relevant

Organisational Development Interventions

25
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What is the ODI process? 
How do you do it?

Process Overview
5 Stage Plan Overview

26
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What is the general ODI process? 

27

Input Phase:
QoWL Survey

Measurement, analysis and reporting. 
Diagnosis (organisational & local).

Organisational action planning.
(Unfreezing)

Transformation phase:
Local action planning
and implementation.

Action learning processes.
(Changing)

Output Phase:
Behavioural/cultural change.

Results.
Re-measurement against

Benchmarks.
(Refreezing)

The Action Research 
model of ODI, based 
on the work of 
Lewin (1958).
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Plan Overview

Stage 1: Preparing for change
Stage 2: The pre-intervention survey
Stage 3: Planning the Intervention
Stage 4: The post-intervention survey
Stage 5: Feeding back the findings

28
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Stage 1: Preparing for change
How much change do you want?
How much help (time, people, funding) will you 
need?
Do you have the political / social capital to push 
this through – do you know someone who does?
Do you know what needs to happen – or do you 
need evidence / a strategy 
Should you get a consultant to help?

29
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Stage 2: The pre-intervention survey
The first public stage of any ODI process should 
be the pre-intervention survey
The survey can be marketed as being part of the 
intervention, or not
The survey will need to put your baseline 
measures and KPIs in place

30
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Stage 2: The pre-intervention survey
Types of Survey

Off-the-shelf surveys are quick & simple & come 
with a proven track record & usually benchmarks
Home-made surveys will have more 
organisational commitment but will have less 
cross-organisational generalisability
Bespoke surveys contain off-the-shelf questions 
and organisational-specific questions

31
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Stage 3: Planning the intervention
As an overview, using an action-research cycle 
model:

a) Ask the stakeholders, determine the changes
b) Implement the changes
c) Evaluate the changes 

...repeat as necessary

32
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Stage 3: Planning the intervention
An often misunderstood stage, but one of the most 
important, especially if you find you have low staff 
engagement / well-being / QoWL

To have the best chance of early success you will need the 
following:

A Big Idea
A Champion 
Enough Resources
Stakeholder / Line Manager commitment

33
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Stage 3: Planning – the ‘Big Idea’
It is much easier to persuade people to go along 
with your intervention if you have a big idea
The big idea approach also makes it easier to 
scope the project for staff and even yourself
The big idea should be able to be expressed in 
one sentence
Be careful though - the big idea will need to be 
owned and acted upon by the whole 
organisation

34
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Stage 3: Planning – the ‘Big Idea’
Typical University ODI big ideas include:

‘Putting people at the forefront of the University’ 
‘Making people the most important element of 
our organisation’ 

Any more...?

35
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Stage 3: Planning – the ‘Big Idea’
Typical University ODI big ideas include:

‘Putting people at the forefront of the University’ 
‘Making people the most important element of 
our organisation’ 
‘Making the University a great place to work’
‘Making staff well-being the centre of everything 
we do’
‘Its about attracting people to work here, stay 
here and be productive’
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Stage 3: Planning – the ‘Champion’
The Champion:

Should be a senior (preferably the most senior) person in 
the organisation who will be identified with the 
intervention
Needs to have the respect of line managers and other 
staff 
Should be someone with a personal stake in the success 
of the OD programme
Should be able to ‘persuade’ others when problems 
occur

37
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Stage 3: Planning – ‘Stakeholder 
Commitment’

Generally the best way to wreck a new OD programme is 
to not have included the views and inputs of key OD 
stakeholders before you start:

Line managers
HR / OH&S staff
Union Representatives
Professoriat
Support Staff
Governors, Council

38
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Stage 3: Planning – ‘Resources’
If you want to change the way in which an organisation 
behaves in a big way, then you need enough resources to 
do it properly. We recommend:

An identifiable QoWL / Well-being coordinator who has a 
senior position and spends at least half time in the role
Enough money for publicity, marketing, courses, etc.
Money to periodically pay consultants to advise / survey 
the university
Money to pay for staff input to help evaluate / brain 
storm, the programme
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Stage 4: Post-intervention survey
Is the key evaluation method for the OD 
intervention
Should use the same KPIs as the survey
Usually the full survey takes place 2 years after 
the initial one
Should be heavily marketed / promoted 
Stakeholders should be used to promote it
Required response rates should be determined

40
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Stage 5: Feeding back the findings
This stage is essential to an effective OD 
intervention programme. 
Survey results should be fed back within three 
months to be relevant.
Survey results should be clear, understandable 
yet sophisticated enough to be widely used
The evidence the survey provides is useful in 
many ways by many stakeholders, e.g. Senior 
Managers, Line Managers, General Staff

41
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Stage 5: Feeding back the findings to:
Senior Managers

Provides evidence for any future requirement to change
Provides evidence for resources spent on the OD process
With a good KPI, allows the organisation to be compared 
to others
With a good KPI, allows within-organisational 
comparisons to be made
Shows commitment to Government and external targets 
including KPIs, Investor in People, HSE, etc.
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Stage 5: Feeding back the findings
Line Managers

Provides evidence of cross-departmental differences 
Provides evidence for management / departmental 
resource requirements
Gives a focus for internal action plans
With good KPIs, provides further evidence of 
departmental quality to outside bodies
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Stage 5: Feeding back the findings
General Staff

Overcomes cynicism
OD is essentially a positive process – good news is a 
force multiplier
Builds up organisation-wide expectations of behaviour 
and commitment
Provides evidence of staff problems and issues being 
dealt with
In itself, feedback helps improve staff commitment, well-
being, QoWL
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Conclusions
Organisational Development is an approach as 
well as a process
Evidence for the effectiveness of an ODI comes 
best from a valid, reliable and comparable KPI 
The WRQoL scale and QoWL survey are 
probably the best KPIs available
Organisational development Interventions may 
be carried out within a 5 stage plan
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Thank you for listening
Happy Organisational Developing & Easter!

Slides available at: http://www.qowl.co.uk/qowl_aua09.html

Darren Van Laar, APU, University of Portsmouth
Alan Bradshaw, QoWL Ltd.

www.qowl.co.uk
08454 75 76 95

Darren.van.laar@port.ac.uk, Alan.bradshaw@qowl.co.uk

mailto:Darren.van.laar@port.ac.ukqowl.co.uk
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Appendices – Additional material
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Development of the WRQoL Scale*
200 questions were generated from an expert group.

After piloting 61 questions (each measured on a 5pt 
scale, SD to SA) were retained

A large scale survey was undertaken in the NHS 
(1000 respondents)

EFA undertaken on 500 and CFA on 500 Cases

A final WRQoL scale with 23 items (C’s α = .91) 
generating 6 factors was created

49

*Van Laar, Edwards & Easton (2007)
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The QoWL HE Benchmark Data
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Your Gender
Male Female Total

Managerial Staff 267 393 660
Academic Staff 804 753 1557
Research Staff 150 284 434
Academic Support Staff 267 451 718
Admin. and Clerical Staff 112 844 956
Faculty Support Staff 149 206 355
Other 138 329 467
Total 1887 3260 5147*

• Sample of 10 Universities: 4 Traditional, 4 Post ‘92, 2 post ‘95
• Average of 33% response rate, 5961 usable responses

*86% of respondents indicated their role and gender
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UNION= 1170 UK University Union Members & Representatives

General Well-Being (GWB)

Home-Work Interface (HWI)

Job Career Satisfaction (JCS)

Control at Work (CAW) 

Working Conditions (WCS)

Stress at Work (SAW)

Work Related Quality of Life 
(WRQoL)
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‘I am satisfied with the Quality of my working Life’

52
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