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The National Training Laboratories (NTL) model emphasizes process
consultation v\fithin the framework of the Lewinian model of change.
Transactional Analysis (TA) appears useful if applied within the context
of the Lewinian model. Appropriate and inappropriate applications
are examined, and a conceptual framework and propositions for effec-
tive integration are proposed.

Over the past five or six years, Transactional
Analysis (TA) has gained imnnense popularity in
management training and organizational devel-
opment (OD) programs. Does TA offer a valuable
approach to organization development? Or is it
just another short-lived fad in a field where man-
agers often have difficulty distinguishing snake
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oil and shamanism from real substance? The pur-
pose here is to suggest appropriate and inappro-
priate applications of TA in a larger framework
of OD characterized as the National Training
Laboratories (NTL) approach.

With the wide variety of programs and strat-
egies of OD techniques taught at NTL today (23),
one might question whether there is an NTL ap-
proach. NTL's program offerings include a vari-
ety of intervention techniques, often based
upon widely differing theoretical assumptions,
with little apparent concern for developing a co-
herent, theoretically compatible and consistent

1 This is a revised and expanded version of a paper delivered
at the Pennsylvania Psychological Association Annual Meet-
Ing on June 7,1975 at Seven Springs, Pennsylvania.
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Strategy of OD. Huse (17) appears to reflect the
views of NTL as well as many OD practitioners in
calling for the development of eclectic ap-
proaches to OD.

But historically there seems to have been a
fundamental philosophy to NTL's curriculum,
some of which remains today. The core elements
were found in the focus on group dynamics and
interpersonal processes reflected in the inven-
tion of the T-Group by Lewin and his colleagues.
Lewin's influence was further felt in the commit-
ment to action research. Over the years, the T-
Group and action research have been central
elements of most NTL training. But the most im-
portant and probably least honored of Lewin's
teachings may have been his emphasis on the
need to develop a theory of change. Hence his
well-known "unfreeze-change-refreeze" para-
digm (11,12,28).

Early NTL theory embodied humanistic val-
ues which held that both people and organiza-
tions were essentially good and perfertable (20,
21). These values seem to have given way some-
what as OD practitioners began to deal with
problems of power, intellect, rationality, and the
design of organization structures and work (1,
14, 16). Argyris's (2) "mix model" displayed an
early recognition of the need to temper human-
istic ideals with organizational realities; Schein
and Bennis were also early defectors from the
camp of "truth and love" OD (14). Philosophical-
ly, one might describe most NTL practitioners
today as practical idealists, humanists who recog-
nize that the millenium is a distant goal.

The application of TA to OD represents an
example of how a new technology can be em-
ployed in diverse attempts to further organiza-
tional effectiveness. Developed originally as an
approach to psychotherapy (5), Berne's empha-
sis on games and transactions (7) also provided a
perspective for analysis of interpersonal proc-
esses. Since many OD practitioners were already
deeply committed to analysis and resolution of
interpersonal issues in their work, TA caught on
quickly within the field (17,18).

The TA literature demonstrates that TA is
not fundamentally a new theory. (Though Berne
(5) disagrees with this assessment, Swenson (30)
and Harris (15) concur). The basic ideas are psy-
choanalytic, leavened with a smattering of Ge-
stalt theory, reality therapy, physiological psy-
chology, and even behaviorism (6, 7, 8, 15). The
real contribution of TA is not any dramatic the-
oretical breakthrough, but rather a communica-
tions innovation; TA presents its basic concepts
in the everyday language of the ordinary lay per-
son. It is a psychology which people can under-
stand readily without having to master a difficult
technical jargon.

We began using TA in our teaching and con-
sulting because it provides a convenient lan-
guage quickly comprehended by students and
clients. In so doing, we have become increasing-
ly aware of philosophical and strategic issues
which must be dealt with. The basis for our con-
cern can be demonstrated best by examples of
doubtful or inappropriate applications of TA re-
ported in the literature.

Jongeward warns:

U is not uncommon for participants just intro-
duced to TA to be tempted to play Psychiatry.
This happens if people use the newfound lan-
guage of TA to "psych" out friends, relatives,
and working associates, giving pain to others
rather than improving relationships (18, p. 58).

Using TA to perpetrate a new game is clearly a
perversion of its spirit and intent. A variant of this
misapplication is to employ TA to type-cast peo-
ple — e.g., Bennett (4) suggests that supervisors
can be classified as "High-Parent-Low Adult-
High Child", "High Parent-Low Adult-Low
Child", etc. The need to label or categorize oth-
ers may reflect a compulsive prejudicial Parent
ego-state in action. The transactional analysis
component is designed to analyze the dynamics
of interactions, not to characterize them in pure-
ly static terms. The antidote is to insure that cli-
ents are exposed to TA in more than a superficial
sense, in enough depth that they recognize their
own needs and the probable impact of their be-
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if they are tempted to engage in gross
categorizing of others.

A second questionable application of TA,
one epitomized by sales training programs, is
teaching people the principles of TA for the pur-
pose of manipulating others (4, 22, 25). Fortu-
nately, where data are available (25), these tech-
niques are not effective. But whatever the im-
pact, this type of program is a perversion of fun-
damental TA tenets. Manipulation implies ulteri-
or motives, and ulterior motives lead to transac-
tions which are games, basically dishonest.

Finally, TA has been trivialized and pre-
sented in a manner so "cute" as to possibly un-
dermine the serious intent of practitioner and
clients. O'Brien recounts in detail how an Amer-
ican Telephone and Telegraph (AT&T) supervi-
sory program dealt with positive strokes in terms
of "warm fuzzies". In her enthusiasm, she even
reports a fantasy that AT&T should adopt the
slogan "Ma Bell gives warm fuzzies" (24, p. 221).

In each cited example of probable misuses
of TA, a common element emerges. The clients
were presented with a simplistic, superficial in-
troduction to TA, usually in the form of a short
"canned" program. The pedagogical technique
was essentially didactic, and httle attempt was
made to create an environment in which partic-
ipants experience the implications of the TA con-
cepts through interpersonal feedback and intro-
spection so that they come to relate the ideas to
their own behavior and sense of self. A more in-
tense experiential mode of learning might have
promoted a different effect in the participants.

tet us now turn to a detailed comparison of
the NTL and TA models to identify major issues
which determine whether TA is employed con-
structively in a systematic OD approach.

The NTL and TA Models

This section compares theories of change
fundamental to the NTL and TA models, looking
Particularly at the dimensions of postulated me-
•hanisms of change, the target of change efforts.

the traditional stance on research by practition-
ers, and the underlying values and philosophies
in the theory of change. In a sense, any such
comparison is unfair. The NTL T-group, from
which the elements of process consultation
emerged, was designed to help normally func-
tioning individuals become more effective; TA
was developed as a psychotherapeutic method
to "cure" the psychologically crippled. T-groups
and group psychotherapy originally involved dif-
ferent goals and largely different techniques of
intervention. Some of these differences have
been lost as many T-groups have gradually taken
on personal growth or encounter objectives. But
the T-group employed in OD consultation prob-
ably remains most faithful to the original model
and hence bears the least resemblance to a ther-
apy group (28, 31). These contrasts account for
most of the differences between the TA and NTL
models, requiring practitioners to focus their at-
tention on different critical variables and to de-
velop a theory and philosophy of change unique
to the specific clientele and milieu they serve.
But for the OD practitioner wishing to employ TA
in organization development, the following anal-
ysis points out the need to develop a theoretical
framework which permits TA applications which
are consistent with OD rather than psychothera-
peutic objectives.

The Theory of Change and A Systematic Model

The Lewinian paradigm of "unfreeze-
change-refreeze" (19) has provided the basic
framework for OD practice in the NTL mode. The
three phases have been elaborated over time
with specification of identifiable phases or activ-
ities within the three major steps. Following Huse
(17) the model in Figure 1 shows unfreezing to
include the steps of scouting (mutual exploration
by consultant and client of the potential bene-
fits of a relationship), entry, diagnosis, and plan-
ning. Changing is implementation of the action
strategies developed, and refreezing includes ac-
tions to stabilize and evaluate the changes made
and termination of the relationship. * ^ ^
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UNFREEZING

1. Scouting

\
2. Entry
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CHANGE REFREEZING

3. Diagnosis
Identification of interpersonal

problems — who? How?
Client analysis of causes of

interpersonal problems.

4. Planning
Client and consultant plan

interventions to resolve
problems identified.

5. Action
Training in TA concepts.
Development of self-awareness.
Development of understanding

of interpersonal processes.
Identification of and experi-

mentation with alternative

behaviors.

6. Stabilization
Revision of reward

and evaluation systems
Establishment of new

norms, procedures,
structures, etc.

Training

1

Action Research Loop

7. Evaluation

i
8. Termination

Figure 1. TA in a Systematic O D Program.

Figure 1 also shows where TA techniques
and concepts may be most useful in an OD pro-
gram aimed at interpersonal or group process is-
sues. During the diagnostic phase, clients may
be asked to explore the nature of their interper-
sonal problems. TA concepts (e.g., ego states and
transactions) provide a basis for designing diag-
nostic activities and for identifying the sources of
problems identified. The same TA concepts pro-
vide the basis of the subsequent planning, ac-
tion, and stabilization steps; the TA framework is
maintained wherever possible throughout these
phases to minimize confusion for the clients
while maintaining a consistent cognitive map en-
abling clients to participate on an Adult-Adult
basis in making "free and informed choices" (3)
in a truly bilaterial client-consultant management
of the change program.

Useful as TA may be in providing continuity
to the change program, there are important dif-
ferences between the traditional NTL and TA ap-
proaches to change. Successful adaptation of TA
in OD requires awareness of these differences.

The unfreezing stage has received particular
emphasis in OD literature because most clients,
while motivated by an experienced problem to
seek out consultant assistance, have not yet de-
fined their problem sufficiently nor developed
the determination to change their behavior to
achieve greater effectiveness. Properly con-
ducted diagnostic activities provide the client
both the information on the nature of the organ-
ization's problems and the commitment to re-
solve them (3). In contrast, the patient in psycho-
therapy is likely to arrive in the therapist's office
with an acute sense of inadequacy or personal
pain, more ready to enter directly into the thera-
peutic program. But the patient's disability is also
more likely to inhibit his or her capacity to begi"
taking remedial action on problems identified i"
the diagnosis.

Because of these basic differences in the pa-
tient's condition and motivation, the therapeutic
techniques described by Berne (5, 8) deal with
development of self-awareness through a cord'
bi nation of didactic and interpretive interven-
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tions conducted in either an individual or group
therapy setting. The patient and therapist define
their initial mutual expectations and establish a
psychological "contract". The therapist then di-
agnoses the patient's malady, teaches the patient
the basics of structural analysis, and prescribes a
treatment program. During treatment, the thera-
pist firmly directs the patient's behavior to avoid
potential crises. Therapy consists largely of help-
ing the patient to apply structural, transactional,
and script analysis principles in consciously anal-
zing his or her problems. The therapist awaits the
critical moment when a "decisive intervention"
can be made, an intervention by the therapist
which elicits a fundamental decision by the pa-
tient to get well. At this point, the patient re-
ceives "permission" to change and begins devel-
opment of a new self.

The crucial element of Berne's description
of the change process is the decisive interven-
tion-decision-permission episode. The therapeu-
tic process up to this point involves some ele-
ments of unfreezing and part of the change pro-
gram prescribed by Lewin's model. Achieving
the necessary insight to begin change, rather
than the more limited process of unfreezing em-
phasized in the Lewinian model, is the key issue
in the TA change strategy.

A second major difference between the two
approaches is evident in description of the TA
treatment. The TA theorist is more inclined to de-
scribe the change process in terms of the specific
TA techniques for developing change. The NTL
OD practitioner uses a wide variety of change
techniques in the action phase and hence finds
it difficult to describe a general change program
in the operationally specific detail exhibited in
TA case studies. The OD practitioner's concern
is: Given the wide variety of techniques for ac-
complishing change at my disposal, which are
most likely to be consistent with the values and
framework of my change theory, the needs and
situation of my client, and my own needs and
skills as an interventionist? Moreover, the NTL
philosophy prescribes that the diagnosis and de-
sign of change strategies should be a collabora-
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tive process between consultant and client, in
contrast to the more directive stance required of
the TA therapist (2, 29). This issue will be ad-
dressed in greater detail in the discussion of the
change agent.

Mechanisms of Change

NTL historically has placed primary emphasis
on process consultation and the T-group as pri-
mary tools for achieving change. While NTL In-
stitute at present prepares the change agent to
employ a large number of other techniques and
tools, many of these continue to rely upon core
assumptions originating in the T-group and proc-
ess consultation philosophy. For example:

1. "Here and now" behavior is the most
valuable basis for developing a diagnosis
and change strategy. Historical "there
and then" events are largely ignored be-
cause they are of little utility and may ac-
tually hamper the change process.

2. The quality of interaction (interpersonal
competence) in the group setting is the
primary concern, with development of
self-awareness being but one of several
means for achieving the major goal.

3. The change process is facilitated by the
parallel conduct of an action research
program, preferably designed as a col-
laborative effort between the interven-
tionist and the client.

4. The change agent defines his or her role
primarily as facilitating the process of
change, rather than recommending sub-
stantive changes to the client. Process
facilitation may include providing inter-
pretations and expert advice, but these
interventions are used primarily to pro-
mote the process, not as primary modes
of intervention.

TA therapists, in contrast, operate primarily
in a didactic-interpretive mode, with prominent
attention to working through and understanding
the historical basis of present problems.
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Targets of Change

The NTL approach to OD is directed at im-
proved functioning of individuals interacting
with each other in the work group and ultimately
throughout the organization. To the extent that
enhancing interaction requires increasing self-
awareness, the OD consultant may choose to
provide the necessary experiences as a step in
accomplishing the broader goals of the OD pro-
gram. In contrast, the TA therapist is primarily
concerned with the individual's personal devel-
opment, and the group is employed simply be-
cause it is a convenient vehicle for achieving this
end.

Conceptually, the unit of analysis in OD is
the group or intergroup relationships. In TA, the
unit is the individual except in the analysis of
transactions such as games which usually involve
two or relatively few "players" (7).

Research Stance

The NTL philosophy is to employ action re-
search both as a mechanism for accomplishing
change and as a means for assessing the effects
of change. Research has played a much smaller
role in TA, partly because of Berne's personal
skepticism about the value of research (30), and
partly because of the traditional allegiance to
case histories characteristic of clinical psychol-
ogy and psychiatry. The case history lends itself
situations where the target of change is a single
individual. Survey methods and statistical analy-
ses become more useful when the target is a siz-
able group of individuals receiving the same
"treatment".

Values of the Change Agent

A number of value dimensions relevant to
both the NTL and TA models can be inferred
from the previous discussion. Four issues deserve
special emphasis.

Responsibility for change — While both
models emphasize that the client is ultimately re-
sponsible for deciding to change and acting

upon that decision, the NTL approach encour-
ages a collaborative client-consultant decision-
making process from the beginning. By contrast,
the therapeutic model stresses unilateral control
of the process by the therapist up to the point
where the patient decides to assume this respon-
sibility.

Growt/) vs. homeostatic goals — The NTL
philosophy, because of its humanistic traditions
and assumptions about the clientele ("normal"
people functioning reasonably well), has empha-
sized the positive values of enhancing growth
and harnessing unused potential. TA therapy,
because of the differences in its clientele and its
intellectual antecedents (psychiatry and psycho-
analysis), has devoted primary attention to help-
ing the patient achieve the minimal capabilities
of normalcy. Berne and Harris both see poten-
tials in TA of moving beyond mere normality, but
the first goal is to help the patient achieve the in-
itial plateau of "I 'm OK, You're OK." Helping the
patient move beyond "OKness" to enhanced
competence and self-actualization exceeds the
therapist's primary mandate.

Existentialist influence — The impact of ex-
istential philosophy and psychology pervades the
NTL model. Most T-group participants experi-
ence some of the "modern malady" of alienation
from self. Participants in therapy groups may also
experience alienation, but their primary con-
cerns are usually of a deeper nature (31). The T-
group acquires much of its potency as an un-
freezing-change vehicle because it provides the
participants with an alternative to their normal
alienated existence.

Both the NTL and TA models stress the exist-
entialist perspective of the need for an attitude
of personal responsibility for one's behavior. In
the NTL approach, this requirement is operation-
alized in bilateral control of the training or
change situation. In TA therapy, the therapist re-
tains a greater share of the control of the process
until the patient decides to change and let his or
her Adult assume the controlling position among
the ego states.
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TABLE 1. Comparison Between NTL and TA Models of Change

Dimension NTL Model TA Model

1. Theory of change

2. Mechanisms of change

3. Targets of change

4. Research stance

5. Values of change
agent

Lewinian model (unfreeze-change-re-
freeze).

Process consultation, T-Groups. Action
research as a component of change.

Individual for self-awareness
group for team effectiveness.

and

Action research as a mechanism of
change and to evaluate effects.

a. Client controls decision to change.

b. Humanistic values — growth and
development orientation.

c. Existentialist influence visible in
T-Group process and philosophy
of collaborative design and re-
sponsibility for self.

d. Trainer involved with group and
tends toward peer role.

Development of self-awareness
through didactic, interpretive inter-
ventions and interpersonal experi-
ence.

Struaural analysis (ego states), trans-
aaional analysis, script analysis.

Individual in structural and script anal-
ysis. Dyad or triad in transactional anal-
ysis.

Clinical case studies. Skeptical about
research.

a. Client has ultimate responsibility
for change, but therapist's role
highly directive.

b. Psychoanalytic/homeostatic ori-
entation ("I'm OK, You're OK").

c. Existentialist influence primarily
seen in notions of responsibility
for self.

d. Therapist maintains psychological
distance and superior status.

Change agent's position — Due to the value
placed on collaborative effort in the NTL model,
the OD consultant or T-group trainer moves in
the direction of more egalitarian relationships
with the client. To do this, the change agent must
operate almost as a peer within the group — re-
ceiving and providing feedback and otherwise
becoming involved with the members of the cli-
ent system on a fairly personal level. The thera-
pist (with the possible exception of non-direc-
tive therapists) maintains a greater psychological
distance from and elevated status in respect to
the patients. The TA therapist's pedagogical and
interpretive interventions would be incompati-
ble with a more egalitarian stance. Moreover, the
strategy of therapy usually makes deliberate use
of the dependency inherent in the "transference
relationship" as a component of the curative

process. Harris (15) contends that TA largely
avoids the transference relationship. But Berne
(5) sees transference as an integral part of the
therapeutic process. In contrast, the OD practi-
tioner generally feels that dependency relation-
ships are inimical to the OD goal of enhanced
functioning and personal effectiveness (11).

The major parallels and differences identi-
fied in the NTL and TA models are outlined in
Table 1. The usefulness of TA in an OD program
based upon the NTL perspective depends upon
the interventionist's re-orientation of a basically
therapeutic change strategy to contribute to the
goals of OD. The adaptation and application
must be consistent with value and philosophical
assumptions different from those incorporated
into TA as a therapeutic device. With an appre-
ciation of the issues, this adaptation can proba-
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biy be made, making TA a valuable tool within
the framework of a larger OD program devel-
oped along the lines of the NTL model.

Constructive Applications of TA

Several descriptions of TA applications in
training or OD appear to have some merit. Scott
(27) describes a three-day experiential program
for women in management, aimed at raising con-
sciousness and improving managerial effective-
ness. Follow-up surveys of participants' percep-
tions of the degree to which the seminar
achieved its objectives showed generally favor-
able results. Similar programs might be devel-
oped for racial minorities or for dealing with ra-
cial conflict in organizations.

Although no evaluation data are presented,
Bessey and Wendlinger (4) describe a supervi-
sory training program at Bank of America with
extensive role-playing. Jongeward (18) and Ran-
dall (25) propose OD programs which would re-
quire substantial personal involvement of organ-
izational clients. In our work with students and
clients, we have emphasized personal involve-
ment and expansion of self-awareness (10).

In general, TA is potentially productive in
situations with sufficient time and an appropri-
ate design to assure internalization of learning
and greater self-awareness. The TA component
may be designed to contribute to the unfreezing
and change segments of the cycle. As a diagnos-
tic intervention, participants may be asked to
describe existing relationships, such as those be-
tween superior and subordinate. Following in-
struction in structural and transactional analysis,
they can analyze typical situations from the ex-
amples they have supplied. Motivation and com-
mitment to change is heigfitened if managers are
asked to apply their analyses to troublesome re-
lationships in which they are currently involved.
The change phase is facilitated when participants
use TA techniques to redesign the relationships
they have analyzed and use TA concepts as guide
lines while practicing their new behavior, first in
a workshop setting and eventually in the actual

work setting which they wish to change.
The easily learned TA terms and concepts

have their greatest payoff when managers begin
to apply them to accomplish change. In larger
organizations, even a sizable team of consultants
cannot be available readily to assist participants
in most day-to-day activities as they implement
changes. Since TA language is so easily learned
and applied, clients can proceed with only min-
imal assistance from change agents. The primary
task of consultants comes before the implemen-
tation of changes. Members of the organization
must be well-prepared to use the tools of TA.

In an OD intervention, the initial phases
should first achieve a meaningful personal un-
derstanding of TA concepts. Next clients should
be encouraged to apply TA techniques to more
general analysis of managerial processes in the
organization. They may now pursue a more cog-
nitive-didactic TA analysis of such common or-
ganizational processes as leadership, perform-
ance appraisal, teamwork, etc. (10). Another use-
ful tactic, depending upon the background of
the clients in the theory of behavioral science
and the goals of the program, is to demonstrate
the parallels between TA concepts and familiar
topics such as Theory X and Theory Y (13), the
Managerial Grid, and Likert's Systems I through
IV (26).

Propositions for Effective Application

This discussion of the systemic NTL approach
to OD suggests propositions or guidelines for
application of TA in OD. Working first from the
model, the following proposition is suggested:

PI: // TA is to be employed in OD, it will be
more effective if introduced early in the
diagnostic phase.

This proposition reflects the values of TA as
an unfreezing mechanism which needs to be
thoroughly internalized before planning fof
change begins. As a corollary, we would expect
the internalization of the TA framework to be
more thorough and complete when organization
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members have learned the system by actually ap-
plying TA concepts in analyzing real problems of
their own working relationships.

Insistence that clients thoroughly internal-
ize TA concepts is intended as fair warning
against the common practice of employing the
canned" TA module, by itself or within the

larger framework of a comprehensive OD pro-
gram. In the applications of TA criticized, this
mistake was made repeatedly; thus participant
learning tended to be superficial, leading to a
tendency to use TA to manipulate others and to
other forms of gamesmanship. A minimal re-
quirement for effective and responsible applica-
tion is that clients obtain sufficiently deep ex-
posure to realize that TA's primary value is in:
(a) increasing their understanding of their own
behavior, and (b) increasing their inclination and
capacity to avoid playing destructive games with
others.

P2: The planning, action, and stabilization
phases should be designed to encourage
continued application of the TA frame-
work.

While other frameworks and theoretical sys-
tems will be useful at various points in the pro-
gram, they should be carefully introduced in a
manner and terminology consistent with TA
concepts. Clients will have learned a new lan-
guage when they have mastered TA and will want
to exercise this new competence. If encouraged
to cJo so, they should derive two benefits. First,
the language and concepts of TA, as well as the
new norm of analyzing group processes, will be-

[come increasingly integral parts of the shared
[culture of the organization. Second, as clients
experience success in employing the concepts to

^analyze and resolve interpersonal problems, they
will generate a self-perpetuating process main-
tained by the automatic reinforcement experi-
enced as problems are solved.

P3: The application of TA in OD should only
be undertaken within a broader frame-
work of a systems model of OD.

The TA model, developed in the psycho-
therapeutic setting, is incomplete and inade-
quate in terms of the more complete model
deemed necessary.

P4: Where TA is employed as an unfreezing
mechanism, it is probably most effective
to employ the general pattern of experi-
ential activity followed by cognitive input
and analysis of the activity, rather than be-
ginning with the cognitive element.

Proposition 4 is an extension of the general
principle of experiential learning developed in
T-group method (11). For example, the authors
have used a series of role-playing activities de-
signed to parallel varieties of superior-subordi-
nate relationships. We ask participants to play
several of the roles first, stopping after each one
for a discussion of their reactions. Only after sev-
eral of the roles have been experienced and re-
actions shared do we introduce the cognitive
element of structural and transactional analysis
so that participants can analyze their experience.
This reverses the order normally followed in the
therapy groups described, where the cognitive
framework is provided first.

P5: TA will tend to be of greatest value in OD
design emphasizing interpersonal rela-
tionships and process consultation.

The reverse is also true. This is why TA is
such a valuable adjunct to the NTL strategy.

P6: Employing a TA approach to change does
not reduce the demands for interpersonal
competence on the part of the consultant.

The TA therapist may need to undergo less
demanding training than the psychoanalyst (5),
because the TA therapist's role is more heavily
structured to emphasize didactic and interpre-
tive functions. This is not the case for the OD
consultant who wishes to develop a collaborative
bilateral relationship and shared responsibility
for change with the client system. The OD inter-
ventionist's opportunities for taking refuge in the
pedagogical stance will be relatively limited,



88 Transactional Analysis in OD: Applications Within The NTL Model

while the requirements for effective process con-
sultation will remain central to the success of the
program.

Conclusion

It is too early to supply solid empirical evi-
dence that this philosophy for application of TA,
compared to other OD technologies, results in
superior outcomes. Anecdotal and impression-
istic evidence is plentiful in clients' reactions.
The next step will be to build in provisions for
action research in projects.

Meanwhile, we are optimistic about the val-
idity of our design because we see it as an appli-
cation of the basic NTL model — a concerted ef-
fort to incorporate both experiential and cogni-
tive learning experiences, both research and ac-
tion, into interventions. The basic value of TA is
that it helps the client to come to grips quickly
with basic issues in interpersonal and working
relationships. TA can be employed beneficially
within a more comprehensive strategy of OD if
certain basic issues are recognized beforehand
and dealt with appropriately.
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