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ORGANIZATIONS AND MEN AND WOMEN MANAGERS:

AFPPROACHES AND PERSFPECTIVES IN TRAINING

Abstract

The paper "Organizations and Men and Women Managers:
Approaches and perspectives in Training” presents the existing
models and approaches in training which are brought to the third
world countries. For example, four such approaches are reviewed
-— T-Broup, T;vistbck, Transactional Analysis and Gestalt. The
paper then presents a culture specific approach to management
training which retransalates some of the inputs from the West and
adds new dimensions.  The pape? highlights three basic modules:
Conceptual Module, Experiential Module and an Integrative Module.
The conceptual maodule focuses on knowledge, attitude and skills.
The Experiential Module on Role and Identity Approach. It
focuses on some of the assumptions of management training and
presents some structure and design for management programme. [(he
paper highlights some of the emergent themes amongst men and

women managers in organizations.



" DRGANIZATIONS AND MEN AND WOMEN MANAGERS:

APPROACHES AND PERSPECTIVES IN TRAINING

Introduction

_ The current century has been the turning point in terms of
creating and encountering realities which man never thaught
could exist. It has been a century of turbulent environment
aof socio-political situations, two world wars, freedom of many
nations from subjugation, birth and growth of industrialization,
concept of third world countries, introduction of mass education
and the emergence of large, mammoth and giant corporations.As
technologies have become complex and organisations have
become large A concept of obsoleteness has émerqed. The indus-
trial revolution has given momentum to technnlogi;al revolution.
As new technoleogies are designed and introduced the old ones
become quickly outdated and obsolete. This is a era where
technologies become obsolete and so do management structures,
systems and practices. To cope with =ver increasing obsoleteness
designers keep pace with new inputs relevant to the technology
and organization structures, management practices and managerial
roles. Mew inputs of training becomes essential. The concept
of management training and arganisation design of structures,
systems _and managerial role’ tulgnpe with the ever increasing

obsoleteness and new demands of organisations and managerial role

is a reality of todays organisations.



Traditionally organizations focussed on technical skills
and technical inputs to manage the nsw technology. Organizations
trained people in the concepts and intricacies of machines.
However, both organisations and individuals have recognized £hat
it is not sufficient to manage organizations through technical
skills alone. There is need for understanding ﬁanagerial
perspectives, attitﬁdes and orientations. It is equally important
to understand emergent organisation structures, systems and
managerial role taking and processes. Similarly, the third world
countries have become aware that in order for their organisa-
tions to grow and for their employees to become efficient and
affective technical knowledge and =skills are insufficient. Atti-
tudes toward work and as a result managerial behavioural inputs
are equally critical and significant.

Experiences ﬁf training in many countries have suqgested
that though formal education has been availlable to both men and
women and management training has been provided by organisations
or - formal professional schools of management these do not neces—
sarily provide congruent responses. Both men and women are cogni-—
ti;ely aware of organization structures, management systems and
managerial roles. However, in the third world countries the
concept of excellence and efficiency as existing 1in the
western countries do not occur. Some of the reasons for this
lies in the fact that though managers are equiped with the tech-
nology of knowledge, attitudes and skills their socialization
processes and -as such internalization of social structures
and systems of primary systems have powerful influences in their
réle taking in formal organizations [Garg and Parikhl. vVery

often the socialization process both in the primary system



" ji.e., the family and secondary settings that of formal work
organisations reinforce tradiational role relationships, role
behaviour and role performance in organisations. Though the
education process sacializes individuals to have ambition,
catreer aspirations work with competition and be achievement
oriented the men and women managers get caught between the struc—
tures and relationships of the traditional and the modern, the
ald and the new and they remain entrenched into role performance

which is known and familiar.

Training programmes have focussed on issues of motivation
in employees so that they perform better. Training programnmnes
thave designed modules on communication so that role hcldefs
communicate in their tasks better which will lead to better
cooperation and collaboration among various levels of management.
as organisatiéns .have grown from small to large and mammoath
training programmes are focussed on concept of leadership so as
to manage effectively the people in the organisation. The
training programmes have provided conceptrual clarity about the
nature aof organisations, complexity of task and the expected
behaviour from the managers. However, in the process of opera—
tionalization of these learnings 1into organisation and
managerial behaviour individuals encounter in themselves and
the organizations deeply rooted processes af social, cultural
and familial structures. 1t becomes difficult to make a transi—
tion from these to the role performance in organisations,
clarity, linkages and inter—dependence of functions in the
organizations like finance, . marketing, production and systems
like costing, budgets, budgetary control systems and management

information systéms. Similarly cognitive clarity about organiza-



tion processes does not contribute significantly to create a
shift in managerial performance in formal work organizations.
Traditionally, the focus of classical management training has
been to egquip the participants with knowledge, awareness and use
of existing management tools and techniques, attitudes and
behaviour which makes the individual an effective manager.
This concept of training assumes that once the training has been
given the participants are equipped with the wherewithals of

becaming an esffective manager.

In the third world countries much of the training provided
does not give evidence that once trained the managers have been
able to create a turnaround in their own role—taking or organiza-
tion effectiveness. In many of the third world countries organi-
zations are fuil of people trained and equipped with skills,
knowledge and techniques but organizations and individuals
operate suboptimally or ineffectively. Our exploration with both
managers I[both men and wumenl and organisations suggest that
the traditional training designs have been transplanted from one
setting onto another without taking into consideration the con-
text in which the training is brought and the assumptions of
training held and experienced by peopile. Often the training
design does not consider the social cultural realities and modes
of relationship existing in a given culture. The raining design
which seems relevant in one context may be completely invalid in

another context.



Aporoaches to Management Training

This paper explores first the ‘existing traditional and
classical approaches to training in the west as well as these
approaches brought to third world countries. The paper then

highlights some of the recent approaches anchored in spCi0—

cultural and arganizational realities of the third world
countries. Our experiences of working in multiple cultures and
diverssa social contexts and people suggests that there exists

two distinct approaches to management training in the west as
well as  the third world countries for both men,women and

~

organizations. These are:
1. Enowledge, attitude and skill based approach, and

r
2. Experience based learnings: Intra—personal and inter-

personal effectiveness

3. Experience—based learning: Role % Identity Approach

In cuf attempt in designing training programmes we have
grappled with the above two approaches to make training
relevant fof individuals and organizations in a given socio—
cultural and organizational context.Before we explare the
assumptions of relevant training approach and design, let us
take a look at the assumptions and objectives of the above three

approaches.



. Knowledge, Attitude and Skill—-Based Approach

The knowledge, attitude and skill (KAS} baséd approach
to training is a structural approach utilising existing
contepts, tools, techniques and skills which would provide
participants the same so that they could use these in the
prganizations. These tools,techniques and skills often focus
on managerial effectiveness, assertiveness and leadership
qualities, management concepts, understanding of functions and

the business environment.

There are inneurable management training programmes
designed as incompany training programmes and or management
development programmes offered by professional management
institutions. These programmes essentially are designed to
provide basié cunFepts of management, tools, techniques and
skills. The focus on professionalization of management have
designed methodologies like case method, role play, structured
exarcises etc. to deal with specific issues arising from the
job requiresments or structure redesigning. Many of the inputs
highlight functional clarity and provide inputs for the same.
The inputs deal with individual and the task interface in the

organization.

Essentially, the knowledge, attitude and skill based
approach diagnoses and assess the need and identifies
problems. The approach then examines alternative solutions.
This approach also works through the internalized role models,
attitudes and beliefs. In this approach the participants

discover alternatives of behaviour and conceptual clarity.



2.

Experience—-based Lesarning: Intra-personal and Inter—-personatl

——

Effectiveness

This approach was initiated through small -group work
with organization employees. In the west, there are four

significant approaches which emerged.

1. T-Group Approach
2. Tavistock Approach
2. Transactional Analaysis Apptroach

4. Gestalt Approach

These four approaches deal with the individual’s
personal experiences and the impact on inter—-personal dynamics
in formal work organizations. The focus is on personal growth
and reshltantleffectiveness in nganizations.

»

T-Group Approach: This approach was highly popular in the

sixties. It 1incorporates various forms of cvoup work 1like
sensitivity training, encounter groups, and touch groups all
focussing on exploration of intra—personal and inter—personal
arsas of individual s experiences. The goals af this area of

group wark is stated by Shepard and Bennis as follows:

"The major goal of this training is that the
trainee improves his understanding of the
sources aof his own motivation for acting or
rasponding to other people as he does, and be
better- able to predict and assess the con-
sequences for himself and others of the action
he is moved to take. A second goal, tied the

first, is an improved understanding of



situational or group forces operating when he
i= enegaged - with others. A third goal is
increased control over his communication with
others. A fourth goal, tied to the others, is
an increase in the repestoire of social action
patterns available to hin. In short, he
shnuld' have better idea of what he is doing
with cthers, and more freedom in deciﬁing what

to do®

T-6Groups

T-Groups (T for training) etherwise known as Sensitivity
Training is used less frequently not because of its
.ineffectivenesa ‘but due to availability of other technigues such

3

as Team Building and Process Consultation.

What is T-Group?

A T-Group is an unstructured, agendaless group session for
about ten to twelve members and a professional trainer who acts
as a catalvst and facilitator for the group. Discussion is based
on data generated by the group members out of their interaction.
Actions, interactions, reactions and feelings accompanying all
these form data faor the gréup. The group meets for three days
upto two weeks. Learning derived cut of T-Group is the group
experience which contributes to personal growth and development

of the individual.



What are its Objectives?:

Benne, Bradford and Ronald Lippitt 1list the goals of

laboratory methcd as follows:

1.

[

One outcome for the participant is increased awareness of

and Sensitivity to emotional reactions and expression in

himself and others...

/

Another desired objective is greater ability to perceive
and to learn from the consequences of his actions through
attention to feelings, his own and others. Emphasis.is
placed on the development of sensitivity to cues
furnished by the behaviour of cothers and ability to

utilize "feedbhack" in understanding his own behaviours.

The staff also attempts to stimulate the clarification
and development of personal values and goals caonsonant
with a democratic and scientific appreoach to problems and

personal decision and action....

finother objective 1is the development aof concepts and
4
theoretical insights which will serve as toocls in linking
personal values, goals and intentions to actions
consistent with these inner factors and with requirements
of the situations...one imprtant source of valid concepts

is the findings and methodologies of behavioural

GCIENCeSe s

All laboratory programs foster the achievement of
behavioural effectiveness in transactions with one’s
environment.... The learning of concepts, the setting of

goals, the clarification of values, and even the



achievement o0f valid insight into self are sometimes far
ahead of the davelopment of the performance skills

necessary to expression in actual social transactions.

What are its Uses?

T-Groups are used to introduce key members of the organiza-—
tion to group methods and also to provide basic skill relevant to
group and individuals to individuals. T-Groups are constituted
for specific desired outcomes. For example, ‘cousin labs® for
those who do not have direct working relationship in  the same
organization, ‘cluster labs’ similar to cousin labs but also has

clusters of work related people and so on.

Thus, T-Group as a technique has become widely known and

appreciated.

Tavistock Approach

The term “"Tavistock” model refers to a heuristic framework
for identifying and understanding what conscious and unconsciaus
process take place within and between groups of people. It's use
however is both accurate and misleading. It is accurate in the
sense that it has its roots in the Tavistock Institute and it is
5till being developed there. It is misleading in two senses.
First, not only Tavistock but also other institution use this.
Two, the model 1is a living one and 1is being continually
interpreted in light of changing environments, so *Model” the

word is a question mark.



"what Methodology is Adapted?

Far identifying and understanding processes within and among
groups, working conferences are residential and can last from a
weekend to fortnight. They are temporary education institutions
taking in members who have an interest in understanding issues of
autharity. The staff of a conference have two subroles: that of
callective managements and that of consultants. As management
they provide conditions for members to learn, and in their
consultant role they interpret what is taking place from this
role perspective. Essentially they manage a process which is to
.study graup behaviour, ' This process is the transforming of
feelings and ideas about authority into new ones. Hopefully,
members will export themzelves back into their institutions with
fresh insights. The conference process is open-—-ended that means,
the staff do nnthdetgrmine, what members and they, will learn.
Experiences are provided through activities and consultants
attempt to interpret the experiences of these events as they
occufr. Hence, it does happen that some insight will emerge in a
conference of which neither staff nor members were aware before

Tavistock model —— a living methodology.

The more we think about working conferences, the more we say
that they are designed to provide opportunities for members to
internalize, and make for themselves a ‘living methodology” ™ for
inspecting the conscious and unconscious +realities of groups and
institutions and the political relatedness (authority, management
and organization) of individuals in roles within these

configurations.



What all these points to i1s that there 1s something “Real”
which is out there. An individual is made to think of about this
and the 1idea of ‘becoming’ is held throughout the process of

interaction is groups.

Coensultant and his Role

Consultant adopts the methodology for discovery. Ha/she
helps the membsrs to realise their interpretation of situations.
The consultant also leads the group into problem areas. He/she
. also frames working hypothesis based on experiences with the

group and finally helps an individual to "realize’.

Transactiaonal Analysis Approach

r

Transactional Analaysis (TA) was primarily developed by Eric

Rerne, and was popularised in his book, Games people play. TA 1is
dsed mainly as a technique to improve a healthy individual. So
called ‘“Tuncertified normals" who people most organisations seem

to form target audience of TA tool.

Objectives of TA

Huse describss TA as follows: Transactional Analysis facuses
on such areas as the structure of the personality (structural
analysis), the way in which people interact (Transactional
Analaysis) or the way in which people structure their time (Time

structuring) and the roles that people learn to play in life.



Structural Analvysis

Structural analysis describes an individual having three ago
states the parent,‘the child and the adult. The parent ego state
- is gained from one’'s real parents; it reflects ego states of
. superiority, authority, being right etc. The adult ego state
reflects maturity objectivity, problem—solving logic and so on.
The child ego state is gained from one’'s experience as a child

when one 1s dependent rebellious and perhaps inadequate.

Analysis of Transaciions

Analysis of transaction or communication is a major aspect
of TA. Transactions can be (1} complimentary, i.e., messages
from one eqgo ;tate are responded to with messages from an
appropriate egol state (adult-adult, parent—-child etc.), (23
crossed, here messages from one ego state are responded to with
messages from inappropriate or unexpected ego state (parent-
adult, adult-child, etc.}), and (3} ulterior transactions in these

messages do not mean what they literarry convey.

Time Structuring

—

Time is structured in six different ways: withdrawal,
ritual, pastimes, games, activities and authenticity. Games are
often destructive sets of interpersonal encounters: they stem
from pathology and cause the individual to avoif intimacy and

authenticity.

13



How it is done™

N r— —

People are trained to identify dysfunctional life scripts,
time =tructuring games, and crossed and ulterior transactions in
themselves and others so that they may enjoy better relations
with themselves and others. tJsually training is given in the

form of seminars.

IERAN SARADHAT LIBRARY
SIAN INSTITUTF OF MANAGEMEN:
+ASTRAFUR. AHMEDARALD-330050

Gestalt Approach

The word 'Gestalt’ roughly means "to form" or "to make into
a comprehensive whole". Supporters of this approach believe that
everything in nature, including human behaviour, has a sort of
built—in drive to become whale or to complete itself. This
approach rests‘ on. a form of psychotherapy developed by Dr.
Fraederick S. ("Fritz") Pearls, called 'Gestalt therapy’. The
major spokesperson for Gestalt approach is Stanely M. Herman, a

management and 0D consultant.

What are Gestalt Approach Goals

‘Gestalt approach aims at increasing individuals awareness,
integration, maturation, authenticity, self regulation and
behavioural change. Basically, one must come to teerms with
oneself, must accept responsibility for one‘s actions, must
experience and live in the “"here and now” and must stop blocking
of awarenesé, authenticity and the 1like by dysfunctional

behaviours.



In Herman's words,

"My objective here iz not to provide instruction on making
the organization culture safe, more pleasant or sasier for the
individual, but rather to help the individual tecognize, develop
his own potency, and ability to cope with his organisation world,
whatever be its present condition. Further, I would like ¢to
encourage him to discover for himself his own unigue wants of
that environmental and his capacity tg influence and shape it in

ways that get him more of what he wants".

How can these goals be achieved?

Goals of this approach can be achieved only with the

cooperation of the people. Feople must be able to express
themselves fully positive and negative. They must know “where
they are?" on issues, relation with others and relating with

selves. They must learn to “stay with" transactions with others

and work them through to revolution revolution rather than

suppressing negative feelings or cutiing the transaction
prematurely. They alsa wmust learn to accept the polarities
within themselves - weakness - strength - autocratic -

democratic urges and so forth.

Wwhat Role Gestalat Practitioner Flays

A Gestalt practitioner tries to achieve goals of this
approach by providing opportunities for individuals to express
themselves, and creates a climate so that every participant
achieves these aims. He/she usually uses group settings but is

generally on individuals.



what is the ERating gf this Approcach . -

Gestalt orientation is not widespread but is increasing its
influence slowly. A book by Herman and Korenich gives a
theaoretical framework examples and exercises for practice. Since
this approach requir;s an individual to open up, go in-depth,
they may believe that they are being coerced and may not
cooperate to the extent expected. This method must be used only

by practitioners who are trained and not by everyone to make 1t a

successful technique of training individuals.

All these four approaches highlight the individual s
experiences, his interpersonal transactions, his growth patterns
and their influence on working relationships. The focus aof
train;ng i§ to provide an understanding and then to develop
appropriate and relevant responses in the organization.

These approaches have generated a whole series of instruments
to diagnose, identify and design inputs for training. Tﬁere
are innumerable questionnaires to identify the various dimen—
sions of otrganization structures, managerial functions,concepts
of team building,attitudes to cooperation and collabaration,
qualities of leadership, supervisory skills, concept af
power, superior—subordinate and the class relationship and
multiple dimensions of organizationbehaviour. Similarly, there
are a whole series of exercises based on group work to
explore inter-personal skills, inter—personal relations, inter-—
personal understanding, group dynamics, and methodologies of
breaking ice, unfreezing, freezing, reaching out and being

innovative and creative in management of organizations, tasks and

relationships.



Many of the above designs and inputs of training for
organization and managerial effectiveness have been
intraduced in third world coﬁntries. Initially introductions of
these have generated énthusiasm, and responsiveness to learn the
new skills and technigques. Thesa inputs do bring about
cognitive clarity and specific action responses. However,
these alone do not mobilise individuals to process
situations and generate new responses in organizations and
with individuals sa as to mobilise them for relevant action
choices. These approaches facilitates the emergence of better’
understanding the situation and relaticonships so as to discover
alternative ways aof relating. 1t also opens up ways to respond
with professional orientation. THe above two approaches and many
similar athers have their wvalidity in the assumptions and
definitions they hold. They have been relevant and meaningful in
the context and with specific objectives for which they have been
designed. These approaches of training design haQe first
identified problems and training inputs provide solutions. These

are problem—sclution and input-output models of training.

The Erxperience-hased Learning: Rolsz and Identity Approaches

This approach was initiated in India by a set of people,
viz. praofessionals in organization development and design  wark.
Thzse professionals in 1979 set up an institution called Indian
Society for Individual and Social Development. Professor Pulin
K. Garg sphereheaded this movement. The author is a founder
member of the society. This movement brings to focus the missing
eleament of social culturai structures, foles and processes

influencing organization structures, roles and processes and thus



the tasks of the organization. This movement and approach have -
intensively worked with the Experience-based Learning: Role and
identity Approach leading to institution building processes in

formal organizations.

This approach is anchored i1in personal professional, and
institutional growth. It explares the process of role taking as
acquired through processes of socialization and acculturation
from the family as well as socialization from the secondary
settings. 1t explares the emotive and cognitive maps of pecople
and systems as held by role holders and crystallization of
identity {Parikh, 1788). This approach 1is anchored\ in the
gxperience based apptoach ta learning creating temparary
learning settings so as to create community of experiences
therough participation of both the participants and - designers
of the 1earniﬁg setting. This creation of learning situation
leaves esach individual the option to explore areas of growth the
individual requires, hold the abjectives of creating opportuni-
ties of learning, growth and development. The f.cus here lies in

the process that would emerge in the learning setting.

The a=sumption of this approach is that creation of such
a setting would accept mult:plicity and diversity at ocne level

and differential level of skilis required which is the reality

of any setting of the individuals. This approach does not
have a single frame thraugh which all situations are
perceived. It introduces a perspective which creates

possibilities of shared values, shared understanding and shared

beliefs about the realities of diverse social and cultural
factors. It creates a =zetting whereby individuals both
men and women can explore the definitions of organizations and

19



structures they hold, the social stereotypes of roles énd'“

relationships of themselves and aothers they carry. The meanings

they give to themselves others and situations and the action
choices they opt or do not opt for, and the concept aof
simultanecusly of self and system. This approach at identify
level examines the nature of commitment, involvement and

convictions indiviausals live by and processes aof replenishment

they bring to the self and system.

This process of learning is an sxploration in. a group
zetting. 1t generates understanding of cultural, social and
family systems, the emergent formal work organisations and
to discver strengths and pesitivez inherent in the culture,
saciety, family, organizations and individuals so as to
mobilise them for action choices.This approach facilitates the
emergance of a, perspective to redesign and radefine self

situation and relationships so as to discover coherent and

congruent ways of relatedness in m-ltiple systemﬁ.-

In our working with men and women Mmanagers and diverse

arganisations we have attempted to ask ourselves about the
purpose and objectives of any learning sttuation. To design
any management training programme by individuals, ftrainers,

management faculty and or consultants within  their own country
ot any other country 1t is important that sSome critical

questions are asked before any training programme 1s designed.

The author’'s experience of designing training programme in
Sierra Leone sponsored by Commonwealth Secretariat, London,

England provided the opportunity to explore multi-cultural



approaches to management training in third world countries. The
programme had nine resource people from Camercon, Englan&;
Ethiopia, India, Jamaica, Sierra Leone, St. Vincent, Tanzania and
Uganda. The participanis resresented six  countries in West
Africa: Camergon, Gambia, Ghana, Nigeria, Liberia and Sierra
{ eone. All of us represented different social cultural
backgrounds, spoke different languages, occupied significant
positions in government and varied academic institutions and with
diverse set Dfr professional experiences. After a detailéd
intensive sharing and explorations we realized that only creating
a learning setting for all of us that we would be able to design
an esffsctive programme design. It would be critical that we
withhold our specific designs but jointly come up with a design
which 1is appropriate and relesvant within the reality of the
participants and the resourte team. This meant that Yhe
programme design 'be an opportunity of learning to experience
different styles, approaches, methodologies and skills for
generating new respaonses. fi= such, the deségn made it necessary

that we take the following three steps:

1. Share with each other our background, emphasis, scape and

perspectives on the issue af training.

. Share with =ach other our concept of design, thrust and

|8

overall goals, and
I. Design a pragramme keeping 1n mind the social, cultural

and familial variable of West Africa.

The design of the programme which finally emerged consisted

of three madules.
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Self Develocpment Module: This was the first module it
consisted of (a) an introduction of getting to the tnow
each other through structured activities, {b) diagnosis
at the level of the self and managerial reoles, and ()
exploring in small groups issues of self and its inter-—-
action with the significant people and the system in both

home and work setting.

The second part of the same module introduced the role
of women as change agents, strategies of change and
building network of women. This was designed through

introduction of toclis and technigques to add skills.

Skill Building Module: This module highlighted
strategies of effective leadership, assartivensess and
change. It focussed on management of conflict, creative

relationships and communication skills.

Elective Workshop Module: In this third module several

warkshops were offered to suit the requirements and needs
of the participants. These elective workshops focused on
Managerial Role Analysis (based on questionnairel}, Life
Fhase Analysis (based on bibliography work), Communica-—
tion Skills, Conflict Management and Resolution, change
strategies and management of dual roles in home and work

setting.

The workshop would then end with evaluation and closure

of the programme.



The programme desigmn which finally evolved and
pperatiornalized was a combination of experiential
exploration where individual participants got in touch
with their self, ¢their social role taking, psychological
role and dominant life role manifested in organizational

work rale.

We had in our own countries designed some training
programmes and conducted them. FPauline Farrell in England
worked with men and women managers an issues related within

the framework of British organisations and managers. Indira
Farikh had designed training programmes which were relevant in
the context of Indian men and women Managers. Misrak Elias had
designed programmes in East Africa at ESAMI. Dorienne Wilson

Smillie had designed programmes on behalf of COMSEC. Howevér, in

the context of West Africa none of the design or inputs
would ba appropriate or relevant unless we understood
the realities of the countries we were in and the realities

of the participants that were ta come far the training.

We acked ourselves the question as to what preparednz2ss and
openness we had to start from the given and existing realities
of West Africa and what were we willing to give up of our exist-
ing frame and what were we willing to learn. We came up with
some critical dimensionzs of designing management training
programmes in a given cultural cantext.In our experience these
dimensions must be understood and taken into consideration
before any training programmes could be designed specially

outside of one’s spcio—cultural and organisational context.



Each country has a unigque social and cultural milieu.

Each country has a history with political idealogy and

forms of government.

The social, cultural and pelitical history and ideology
influences the individuals in rale taking be it in the

social setting or work setting.

Social structures and role taking are internalized
through processes of socialization amd acculturation

from society by individuals.

In any given country (speically the third world
countries) there are a core set of people who have
acquired training and professional orientatin  teoward

technology and formal task organisation.

’

In any country ther are a core set of peaople who have had
their educatien and training in prestigious academic

institutions of the west.

That training programmes are to be designed for peaople
whose education and attitudes are anchored in the socio-

cultural processes of the society in the given country.

That socialization processes from the family anchored in

traditions of the society acquire enduring roots.

That these processes of socialization of role taking from
the traditins of the culture and society get carried

over to organization structures, tasks and processes.



10. That often there is an incongruence and contradictions

hetween the expectations, role taking and role perfor—

mance of the two systems.

11. To design any relevant managment inputs the designer must
be sensitive to the myths, history and role models of the
cultural lore which influence the membership 1in role

taking.

My experiences of 1looking at the history of training
pragrammes designed and conducted in third world countries
suggest a mon-consideration of the above dimensions. Ignoring the
socio~cultural context leads only to partial accaptance  of
designed inputs. When the design of the training programme
baorrows the ;anept of organization structures, roles, tasks and
performance and éddﬁ o it the organization behavioural concepts
of motivation, communication skills, leadership, empowerment,
networking and managerial behaviour the learning creates a new
setting and a cognitive clarity. In the initial phase of these
inputs 1% cfeates enthusiasm and new resolutions of managerial
behaviour. The newness of approach and the emphasis af
development infuses the participants with motivation to achieve

results and focus on excellence.

However, once the individuals return to their context very
soon they are confronted with organization structures and
processes and their_cwn role taking deeply embedded in the social
and cultural attitudes, -values and beliefs. Very soon the
individual confronts the mammothness of the organization and
monolithié social structures and feels inadequate to respond to

the newly designed organisation structures and appropriate



imanagerial role behaviour. Thus, all new structues, tasks and
organisation processes  acquire an amergent structure and role
processes which are congruent with the zocial modes of working
‘and relationships determined by social norms, values, beliefs and
attitudes. The emergent process then becomes a critical and
‘signifi:ant infiuencing variable in the performance of tasks and
network of task relationships of superior-subordinate and men and

women relationships in work settings.

Qur axperiences have suggested that any design for
management inputs far both men and women need to consider tpe
cultural, social, historical and political contexts on the one
Lﬁand and the ethos, myths and pathos of the society on the other
hand. It i3 in the sensitivity of the above two cantext and
processes that ‘a relevant design of management training can

r

emerge.

Learning Design

Much of the research in third world countries Has been of
replicating the Western research models. Instruments, methodo-
logies and constructs were borrowed from the West and then the
tresearch is carried out in the third world countries. Similar
pattern and trend have also been followed in India as well (Garg
1979-1780). Ehandwalla (1988) has referred to series of studies
carried out in India by researchers, scholars and behavioural
scientists. These research studies end up highlighting negative
findings and rsults compared to the Western findings. These
negative findings are obvious when assumptions of organizations,
the Indian context, social living and work relationships unique

to Indian culture are measured in the comparative frame of



Western assumptions of social living and work relatiaonship.

Similarly, a whole host of studies have been rarried out with
Third World governmental, davelopmental strategies and
approacheas. These studies are also anchored in a comparative

frame and as such do not provide realistic assessment or  under-—
standing of strategic developmental effort. Garg and Parikh
(1984) and Khandwalla proposed research and studies aof strategic

developmental organizations in Third World countries, they

building and theory construction.

The -recent research trends in INdia by Garg (1984, 19871},
Garg and Farikh (1984, 1984}, ¥Khandwalla (1987, 1988) and Farikh
(1984, 1987y have fpcused on strategies designed for Indian
arganizations keeping in mjnd the Indian‘CDntext, social cultural
and role parameters of Indian managers. These attempts have
provided insights Eo understand the problems of adaptation of
Western knowhow and helped jdentify relevant designs for Indian

!
organizations and management.

What needs to be understood when representatives from multi-
cultures come together 1n farmal work settings that all bring
with them a rich college of multi-cultural social context and
organization experiences. These multi—cultures reflect simul-
tanescous differences and unigueness. fs such, when.from one socio-
cultural context inputs of organization growth, development,
technology and managemenf knowhow is brought to another cultural
‘context the assumptions of sach culture'needs to be understndd
rather than to be evaluated and judged or transplanted without

preparing the context for news inputs.



What perhaps needs to be done 1is that the follaowing

dimensions be exploresd:

That behind any concept of management knowhow, design or
methodology, there axist ideological postulates which

influence the design, strategy structures and processes.

There are ideological postulates anchored in sconomic,
political and social coordinates which are carried over
to cultural and philosephical coordinates of the given
society. The latter two needs to be euxperienced and

understood.

Eoth of ths above are then reflected in the processes of
designed organization, organization policies, strategies

and task implementation.

The natureiand quality of relationships either facilitate:
or hinder organization processes. In India, relationships
are squarely grounded in emotive méps of peopie through
the processes of socializat.on within the family. They
have a unique social, cultural and familial orientation.
Any inputs at formalisation needs tao understand these
dimensions and translate them as strengths 1in  wark

settings rather than given a negative assessment ta it

(Farikh, 1988.)

There is aneed to discover learning models where specific
af the culture are included to design and discover
organizaztion models, managerial styles and new inputs
for - performance. This would mean designing learning
models in partnership rather than training models being

transferred fram one country to another (Garg, 198%).

-+J
~



&. Different countries have specific issues and prohiems af
management grounded in their reality. They need to be
understood in the specificities of social, cultural,
environment and context of the country rather than in the

global universal sense.

7. Each country has designed pglicieé for developmental
thrust. There are existing barriers and constraints.
Their solution does not lie in removing the barriers and
ronstraints but understanding them so as to minimise the
disfunctioralities of those. Most often these barriers
and constraints are anchored in history, leadership
choices the organization has made in the past, and the
intended and unintended conssquences of those choices,
the changing leadership, and the emerging value trends in

people and séciety.

8. Each culture, society and organization also generated
space for new privileges, resp-nsibilities, concept of
autonomy and modes of meeting life situations congruent
within the perspectives of the society. Learning meodels
need to highlight these positive processes for creating

dynamic organizations and effective role taking.

The learning models as distinct fram training models can
provide understanding of each culture’'s parameters which would
facilitate diagnoses of problems and issues sa that relegant and
congruent knowhow can be designed. Very often the training models
are designed and seek solutions only on the basis of manifest

—~

problems. As such, they are limited and do not deal with the real



issues confronted by the organizations and rale holders. Learning
models can consider simdltanegus areaé of complex, social,
cultural, environmental, organizational and role taking processes
axisting in the given country where knowhow needs to be

introduced.

ficross countries and cultures of third world organizations
and individuals are grappling with processes of transition.
Organizations grow from small to large to mammoth. This leads to
intraduction of formal work organizations, wage earning stream of
society, emergence of a new middle class, widening horizons, new
aspirations and new paths. Learning models can create space and
opportunikty for sharing these struégles, the euphoria and the
2rxcitement, the stre=zs and the anguish and the discavery aof new
_gotentials and capabilities. Learning models can facilitate
evolution and crysatalization of convictions and an approach to
growth  and development anchored in the realities of the caountry

and processes of nation building.

As the third world countries have looked at the West for
training inputs the West has also brought their training models
toc the third world countries. Very often these designs are
manifestly accepted. One belief is that the third world
countries are poor implementors of what they actively seek and
receive from the West. One underlying factor which has rarely
been examined let alone be expressed is how the West is held by
the seekers of new techniques and skills of management and by the
pecple to whom the training is brought. Exploration of this

dimension has brought forth some constructs and responses.



As  such there are other constructs whf&h need to be under—
stood eith2r  through research or learning models as to how  the
West 1s held in the minds of third world countries. Besides the
manifest acceptance of Western forms there are other emotive
raspanses which also exist. Some of the following dimensions have

surfaced dulrng vaircus workshops and training programmes.

1. The third world countries hald in ambivalence images of
Westarn society, organizations, management based on hire
and fire policies and modes cof relatianships axisting
bath at social and work level. This svaluation does not
emotively permit the operatiagnalization of Western know-
haw. It gets accepted at the cogniftive and logical leval

alons.

2. Thers ére ralready existing new role and organizational
definitions in the third world countries. They may not be
congruent wikthin the framework of Western knowhow and
definitions. However, they have both an emotive and
cognitive meaning to the people and within the organiza-

tiaonal context.

Both of these create an internal emotive barrier in
acceptance af the western models and as such implementation or

Dperatianalisiﬁg the learning.

In cur experimentation of what would work and what models
would lead to change the patterns of work ethos in  organizations
has led us te explore varied learning methodologies. What 1is

presented belaw is some af the new approaches.



When we have designed learning modules we have focused on

these broad areas of learning:

1. Conceptual module
2. Experiential module

Z. Integrative module

The objectives of each module,; their focus and approach are
distinct. Before we examine each module at length let us first
lcok at what could be the overall long and short term objective

of any design of the programme.

The overall cbje:tives' of any management module are to
create an opportunity and a learning setting where participants

through their experiences arrive at an understanding of:

1. Theorétical frameworks of evolution and growth of

organization theories in the context of theory building
2. Macro theories of societies and their impact on current

organ. zations

Z. The nature of transition and flux in the society, social
structures, family values, attitudes and beliefs and role

taking processes of these individuals.

4. The nature of transition and flux in the enviranment,
organization structures, complexity and turbulence in the
environment and the changing nature of values and quality

of new entrants in the organization.

5. The role taking processes required in the family as well

as formal task structures.



&. The quality of institutional processes existing in the
society to create a cnherent and congruent map af ethos

1
of living and work.

7. &nd finally, the quality of institutional preoeesses
required in tonday's times of transition and flux *to
design congruent and coherent role processes 1n the l1ife

space of the individual.

Essentially, the overall objectives of any programme design
iz to make participants sen=itive to the context of the society
and culture, family and organizat:ions and for the individuals to
mobilize the positives far grawth and development and to initiate
new responses for the self and system simultansously. it is to
avolve a wark ethos which would foster organization grawth in the

enviranment and culture in which the organization is located.

Long Term Objectives:

- The long term objectives of any management training and

development design can he the following:

1. To euplore the philosophy of work ethos the participants

hald in their context

2. To identify the elements and characteristics of their

sacial and work cantext

2., Ta identify and discover the relevant and congruent
perspectives an structures, tasks, role taking processes
relevant for today 1in the social context as well as

formal wark organizations

2



4. To identify models of learning as relevant in the

zultural and organizational context

5. Ta design programmes so that learning 1is relevant,
enduring and meaningful and can take roots in individuals

and svstems

&. To discover and integrate technologies that would
facilitate congruence and canvergence bhetween individuals

in their formal work settings

7. Te develop a set af individuals who see themselves as
respurces to themselves and their systems and who can
work with relevant issues of individuals interfacing
witrh multiple roles and systems in context which is
experiencing transiton and flu:.

'

The need of the hour is to create a critical mass of trained
individuals both men and women who are resowrces to  themselwves,
others and the system, who would be pioneers and muitiply the
learning as well as +tesaources for effirient and effective

functioning of individuals and systems.

Short Term Objectives:

The specific short term cbjectives of any programme design

could be the following:

1. To create a clarity in the nature and quality of primary

system that is the family anchored in the social design.

2. To create a clarity in the nature and quality of
secandary systems that of the organization anchored in

the market condition of the environment.



Z. To create an awareness and an understanding as ta how
=cc-ial roles are shaped and determined by identities and

rsle models rogted in the culture.

4. To create an awareness and an understanding as %o  how
formal work roles are sought and socialized through task

systems of farmal work settings.

S. Te create a learning setting where men and women can
explore thair own definitions of both =ocial and
aorganization systems so as to differentiate between them

and initiate relevant action cholces.

.

6. To learn skills, insights and perspectives as %o discover
theair aspirations, convictions and action choices far
both the systems viZ., family and work.

v

7. To identify strengths and potentials af themselves and
the systems so as to go beyond sterectyping the roles of
men and women and to build concept of dynamism and

creative rascponses.

Es=sntially, the programme design creates an understanding
of the continuwities and discontinuities, congtruences, Ccon-
vergences and diversity and discreteness and the state of transi-—
tign from one centext tn anather. In this stzie of transition
the essential action choices, values, attitudes and beliefs
necessary far a meaningful transiton and role and system

responses.



Corceptual Moldule:

The concegtual module of learning explores with pgrticipants
the d=finitions of arganizations, =tructure of the organization,
functions, tasks and technolgyu of production source aixd process
industries. It deals with the understanding of elements, charac-—
teristics of formal organizations, theoretical frameworks and
theories and the basic functions of management structures, task,
tehnology, leadership gualities and intensifies approaches to
problem—soglving. The conceptual module of learning explares the
role taking as managers by men and women, their styles of being a
manager, a4 leader and ar a chief executive. It explaores the
varius interfacss of culture, role, corganization and environment
and the processes  that emerge during these interfaces. It
euplcocres the interfaces of management develcpment and the role
taking by man and women @MANAGEers.

.

The duration of these learning modules of management
development programmas vary from two day specific function
focus=sad workshops and seminars to a highly complex and com—
prehansive professionally aoriented management development
programmes of a week to two years. The feocus of this sectieon is
t- veflect upon and explore the short duration of cne to - three
weeks management develcpment programmes for men, women and mixed

GroupSs.

Foporiontial Medulsa:

zperience based training module as anchored in the role and
identify approach explores through participation and sharing of
evperiences, thoughts, feelings, dilemmas and action choices.

Farticipants are invited in a group setting to shara their



journey of self, their roles, both =sacial and organizational, the
meanings they have given and live by to zalf, others and situa—
tians, the feelings they generate and experience the symbolic
role models they have internalized and idealized, and the core

identity they have crystalized for themselves.

The attempt i= that the part:icipants can create a sharad
community of experiz=nces whre they can explore beyond the
manifest events which may and do differ to a set of processes and
feelings experienced and felt by esach itndividual. It 1s an
invitation +tg suplore, share and reflect upen the life space

during the process of growth.

The esperiesnce based approach in a group setting provides
the participants a s2tting to explore their role, how they
amotively and c:ﬂénitively hold people and systems, what meanings
they have giliven to tﬁemselves, aothers and the system and how
theze meanings are influencing their role—taking in the primary
as well as secondary systems.  Essentially, this exploration
provides a setting where men and women explore the social atereof
types of being sons and daughters in social settings and heing
men and women managers in the formal organization. Thi=s =2«<plora-

tion in a group setting provides the identification of =2ci

tal

i

patterns, cultural modes and a complex wmap of secc:ial and
ogrganizational expectations and code of conduct. This approach
farilitates the unfolding of people’'s lives, space to process the
emerging data without the evaluations and judgements anchored in
socially desirable modes. This frees the enérgy of the psyche
from frozen meanings and role taking to expiare events and
meaniﬁgs of the past with the realities of the identity processes
and to initiate action choices at the identity level rather than

merely role level.



Integrative Module

The integrative module of learning brings together the per-—
spectives, processes and action choices into an  integrative
whole. 1t prepares the participants for reviewing the 1earniﬁg,
realisticélly appraising the situation in the organizatin con-
text, reentry into the family and organization, and action plans
to be implemented. The integrative module of learning focuses on
the intended and unintended consequences of the action choices
the participants design for fthemselves, and to review the
possibilities of new responses and their implications. It
attempts to sort out the possible with the idealized, the doabhle
with the fantasized and gdifference befween the will and the wish.
The integrative module brings a coherence in the lesarning and

ampowering the individual for new and relevant actins.

The Resource Team:

It is évident in any programme design that there ares a team
af resource people. In out experience in many of the programmes
there is by and large a multi-cultural team of resource people.
The participants are also members 0; diverse regional and
cultural affiliations. All these are issues specially related 4o
the training programmes designed for third warld countries with

an international appreoach.

It becomes very critical that the selection of the resource
team be considered significant, There are many factors

influencing the selection and creating a resource team. Other

than the ccoordinating institution, individual or the funding

-



agency there are political, academic, professinal, experienced
and many cther facters of which all converge togsther to make a
resgurce t2am.  However, in the final analysis the resource team
is that which finally gathers together to start the programme.
With all the advance planning the resaurce team which may come
together reflect is diversity in approach, specialization,
academic gualifications, age, experience, social and cultural
backgrounds, race, religion and frameworks to designing pro-

grammes.

As such, it is essential that structurally an additional
week cf. planning, meeting and designing be built into the
programme for a ccherent design to emerge. Very often the
diversity adds to the enrichiné of the learning process. How—
ever, it may add to create cross currents and dysfunctionalities
in the programme. OFften the dysfunctionalities are then handed
over tolthe participants. The participants instead of managing
learning end up managing the fragmentation which 1is 1in the
resource team. They are emoticonally pulled and pushed by the
ideology and approaches of the individuals in the resource team
and have little space to explore their i1ssues of learning. The
profile of the rsscurce team may have divarsity but they need to
create a setting where before the programme hegins certain
direction and approaches are shared and understood. Under-—
standing does not ﬁean agreements o+ conformity by acceptance to

wark wityh diversity.

1. The resource team must at least have two to five days

prior to the beginning a programme to interact.



2. That =ach member of the resource team share with the team
his/her philosophy of design, approach, method perspec—
tive and ideological postulates of management development
programmes for men and women.

I. Stare with each other constraints, concepts and meanings

of being a resource person.

v

4, That jointly the resource team evolves a design congruent
with overall objectives of management training, relevant
concepts of organization structures and tazks within the

coltural centext of the country and the participants.

5. The resource tesam design an overall framewaork with
inbuilt flexibility of review and redesign based on the
operational realities of the participants sacio-cultural

and poli€1c31 settings.

&. The social, cultural and crofessicnal diversity or homo-—
geneity of the resource team needs to be understood faor
its implications to the design and for the operationa-

lising of the design.

7. The rescurce team must articulate their assumptions and

models of training and learning.

It has been our experience that training has acquired both
in the minds of the rescurce team as well as participants a mode
of acguiring a battery of tools, techniques and management
skills. The resource team are armed with diagnostic instruments
and the participants come prepared to undergo the Eattery of
tests and get aszezcments of themselves and answers to their

specific problems. 1t has also beccme a reality that training has



become seeking soclutions and techniques far specific problems
igrnering  the cultural, organizational and rale—taking context.
Similarly, the resource team comes prepared with pre—detérmined
design to train and teach Sthets. There is one kind of classroom
model of teaching where the assumpticn iz that the learning has
+g he done by the participants, the teaching. The assumption af
the learning model is that both the participants and resource
taam rcan learn from esach other that reality is masked under the
traditional concept of training.' The focus on learning from esach

ather bhecomes very important more so in the context of multi-

cultural context of the participants and rescurce team.

A= such in our experience it becomes very essential that the

resoutrce bf=ams

1. design a rolege for themselves where they share with the
participants their experiences and petrspectives of

training which has shaped the training modules.’

2. create a context where both the participants and resource

people euperience a space to learn.

1A

. that the resource team and the participants jointly
evolve new orientations, perspectives and design
responses relevant in a given situation of the country,

task, people and organization.

4. creates space where each individual can become sensitive
to his/her approach and realities of the arganization and
discover new action choices relevant forr the situation

rather than only uniform skills.
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3. emphasize the realities and influences-of the cultural
context as  a source of mobilisation of relevant action
rather than relegating i1t to a predetermined negative

evaluation cof inhibitar of action.

6. discover that the infrastructures of action are anchered
in %the identiv. The role of the resource team 1s not to
focuis or shape socially desitrable responses and mode Gf_
organizational hehaviour but to release  the anargy
embedded in individual and otrganizational identity and as

zuch to creating a new direction for both the individual

and the organization.
7. s=sentially, the role of the resource team 1s like a

catalysts which facilitates the actualirzation and unfold-
ing of _the inherent potentials given the strengths and
cppartunifies,in the country and a capacity to manage the
threats and limitations of thé enviranmenf and

ocrganizations.

Frofile of the Farticipants:

Like the resource team most programmes have participnats who
come from diversse background. The participants are often
selectad not on the basis of needs of training alone. In third
" world countries, there are cther socio—-potential inputs at one
level and organizational and leadership inputs at another level
which determines the criteria of selection. As such, given this
reality any training input must design processes to involve the
participants. This process and diversity has implications for
learning and programme designing. In our experience for any
programme design some of the faollowing dimensions need to be

responded to with the participants.
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1. The participants invariably would vary in age,
educatinnal gualifications, nature of work, years of

experience and social cultural backgrounds.

2. Farticipants would hold diverse assumptions of learning,
and definitions of formal work organizations. Similarly,
the participants would give different meanings to formal
tasks and structures of organizations and the ethos of

work.

A

. The participants hold varied assumptions about <$raining

and specially management training.

4. The expectations of the participants are largely to

acquire techniques, tools and skills. Escsentially, a

[

magic formula to solve their problems in the organization

ar =clve interperscnal problems of superior—subordinate

»

relationships.

=. Most of the time for the participants a programme 1is
experienced as either }eward o+ punishment. As =such, the
design of the programme has to be such that it pulls the
participants involvement and deploys their willingness tao

learn.

Whanever we have designed programmers for a group of
participants who are from the same country or multiple countries
reflecting homggeneity or heteraogeneity of culture thers are
critical aims, directions and objectives we have kept as

essential focus of our programme design. These are:

1. that both the resource team and the participants have

opportunity to learn.



o

that Iearning is personal which means it has an integra-
tive tonality of cognitive as well as axperizntial so
that learning can he implemented and operationalized 1n

the life space of the participants.

that both discover that there are univerality of
management problems, there are culture specific problems,
and ther are individualized ways of role taking. The

beginmning has to be made by the individual.

that many of the perceptions and identifications aof what
iz a problem are embedded in the definitions of organiza-

tions and the cultures the individual haolds.

As <such, the solutions of the problems are not embedded
in the =pr‘cblems as such but in gone’'s perceptions,
attitude%, values, beliefs and role taking processes on
the one hand and secondly, in the definitions of
structure, leadership, heirérchy and arganization culture
and valuss on the other hand. Eoth have to be understood

for new definitions.

1t becomes esssntial then to explore the sources of these
perceptions, attitudes, values, beliefs and role-taking
processes influenced by the socialization processes of

the primary system, and

to discover the dimensions unigue to the secondary
systems sa that new responses and action choices can
emerge which are relevant and congruent with the role-

taking and the system of belonging.



The diversity of the participants as well as resource team
makes it essential that a context of learning get created. This
context of learning then makes it possible to integrate concep-
tual learning with one’'s own experience to redefine and redesign
cne’'s trale taking in the work systems. Essentially, in the third
world countries, given the flux and transition and given the
opportunities for growth for both the organization and indivi-—
duals, the realities of the context become a critical factor to
designing inputs. In this process both the resource team and the
participants can jointly mobilise their resources fur‘ effective

lgarning.

Design of the Experiential Module:

The experigntial based medule is ancehred in the identity
leval. Identity‘Feflects thé meaning making, role taking, action
choices and processes of replenishment. This methodology Iis
anchored in process work. It goes beyond the manifest, the con-
tent and the form level to the latent, and at the process level.

This work 1s anchaored in group work.

This means that the participants share their data and
through process based methodology discaver their potentials,
their strengths and limitations and acquire a role which makes
action chaices relevant for the self and the situation. It also
means that participants understand the arganization structure,
organization values and culture, concept of fgormal heirarchy and
functional! role taking in organizations. All  third world
countries are grapplig to define and design frameworks which can
integrate both their own cultural context as well as the western

logical framewarks. It is in the integration of both these that



an integrated structural and systematic process of a social aﬁd
worlk ethos would emerge. Currently the cul turse, the formal work
organizations and the individuals get pulled and puched betweesn
two distinct ethos. One that of the traditional culture and
society which influences the family and second the environment of
western logic and formal organisations which demands a task and
rezult orientation which is emotively new to individuals mode of

living and meeting life situations.

Family

Culture Individuals Environment

‘

Organisation

The experiential module based on process work in groups

creates gpportunities for individuals to explore the pulls and
pushes of conflicting emotional and logical sources of action,
the conflicting demands and expectations of family and WOk

organizations, and one’'s own role location in the two systems.

The experiential module focusses on reality appraisal of

multiple roles and multiple systems and reaches for an
.

alternative which goes beyond the socially desirable, T the

stereotyped overdetermined and predictable behaviour anchored

in role expectations to a choice af an action anchored in the
identity of the individual and the system in which the choice is

being made.
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Several structures have bheen designed for the experisfdtial
module. Here we present some aof  the core structures which
we have expetrimented with in our design. Then we present
some other structures which we have designed based on the
aemergling - data, the themes, identity issues, structural issues,
community iésuea and socio—cultural themes of role and identity
of individuals and systems. The critical structures which are

the ancheors of experiential module are:

1. Community Group
2. Large Group

-

Z. Small Group

Each of these structures have an aim and an objective, and
a goal and a direction. In our pgrogramme design we use all
these there.Most often we begin by a community session and then

wark in large andiama}l groups as the specific design calls for.

Ohjectives of the Comnunity Session:

The community sessions are designed to create the context

to deal with the themes,patterns and context at the macro lewvel.

Individuals rise beyond the personal and the individual, the
intra—-personal and the inter—personal and the organizational
and the functional. The cantext building attempis to converge

tg a macro cultural and human context so that a philosophy of

living and working in different systems can be exploraed. The
approach is that individuals can visualize rew actions
anchored in a shared macrog ;erspective of a given living
reality. The creation of a context takes away the entrench-

ments in a problem set and creates a setting for a wider
perspective 1n which prablems, issues and solutions exist.

Specifically, the objectives can he stated as belcw:

4.5



Individual problems, experiences and feelings through

interfacing with people and systems are put in  a
larger context of human 1iving so that new perceptions

and gxperiences can emerge SO that relevant meanings

and action choices are possible.

The macro issues of " identity are set in the larger
cultural cnntéxt so that the positives and the depth
of the culture can be sensed and experienced.With the
multiplicity, multiple alternatives can emerge and
choices can be méde by the individual rather than

compromlses.

Fsycho-dramas and role plays are part of the design of
the commun;ty settings. These are anchored in the myths,
ethos and :pathms, the folk tales, fairy tales, epics and
history af the culture so that the individual can rise
beyond the finite and the limited to respond with the
resilence and moreness of the identity. The assumption
being that individuals directly or indirectly internalize
the cultural lore, rale models and processes for resnact-
ment. Relating even the managerial structural and role
taking 1lssues proviﬁe creative and alternative action

responses.

These psycho-dramas anchored in th? cultural lore and
context [myth, ethos and pathos of culture, epics, folk
fales and fairy tales, history, parables, metaphors and
symbols]l envokes in an individual the positive role
models available in the culture and a space to explore
the struggle of human identity to touch its untested

unexplored potentials.



5. The participation of the community release the energy
trapped in the problem centered specifies and invites the
individual to design roles for themselves from strength

and vulnerability simultaneously.

The community sessions are designed’Aas beginnings and
closures, and when tumulative critical events have emerged.
Many isolated and fragmented events which reflect multiple themes
can be in%egrated where each individual can relate with the macro
as well as community experiences with the self. What is focussed
is on the commenality of- experiences. It takes away the
evaluation and judgements and individuals become aware that there

is a shared reality. They are not isolated individuals.

In the third world countries the culture and the community
of one’'s culture and the community of one’'s belonging 1is
experienced as the inhibiting factor and the negatives are
highlighted. The community sessions in the experiential module
creates a setting where culture is not experienced as demanding
conformity and surrender of one’s being and aspirations but also
its strangths and mobilising qualities 1n a supportive
anvironment, where indiQiduals can defins new action choices.
Essentially, the community sessions create a space where residues
of the past can be explored and shed, reality appraisal of the

identity and the culture explored and new beginnings can emerge.

Based on soame of the community designs in the experiential
module [designs will be discussed laterl] cur experience of
designing programmes for both men and women women’'s groups ar

mixed groups have brought about following themes:



Culture pravides a heritage which both men and women have
internalized. Whether this heritage is fostered or dis-—

owned is the choice of the individual. In effect what of

- the culture and with what meanings the individual will

respond or not respond is made by the individual and

system interface.

Culture 'is foreover dynamic. It is as ancient as the
beginnings. ..0f mankind and as new as the moment. It is
upto each individual +to add to the culture what is

relevant and retain its dynamicity.

Culture i1s as large and deep as the ocean and as small as
a pond or a puddle. It is the individual and the
collectivity wha gives meaning to the culture and in turn

is defined for its membership and by the membership.

The culture holds the pathos and ethos of the society.
Pathgs is the cumulative anguish, grief, sorrows and the
pains of the collectivity while the ethos is the hopes,
aspirations and the visions of tomorrow. Béth together
provide the collectivity pgrzcesses to shape +the  future

and destiny of itself and the individuals.

Culture and its heritage provide the individual its
cultural identity, its social membership and orientations
to role taking. It aiso provides the thresholds -
social, psychological and existential - which the
individual can choose to remain or cross and acquire a
personal identity. The culture neitherlrestrains nor
pushes,. it i1s a context from which the individual may

add and draw strength or remain rooted.



Essentially, thg community sessions designed for collec—
tivity at macro level are sources for releasing tremendous energy
trapped. in obsolete meanings and experiences of the past. Once
the collective energy is released it is for each individual to
give it a direction, a meaning, a shape and a form. The pro-—
cess leaves the individuals free to claim or disengage as ﬁhey
wish. In. the managerial training setting this release provides
space for realistic meanings and action choices to emerge.
Concept of organizational and systemic memership becomes clearer
and the individual can commit to add and replenish the system by

new role responses.

Objectives of Small groups:

Small groups of the experiential module are spaces were a
set of particiﬁants_ come together tao explore the specific
experiences and issues they have with themselves. Hare in these
groups " the individuals explore what is the nature of sgcio-
psychological world they are living in, what are their
experiences, what meanings they are giving to pecple and
situations, what feelings they experience and what barriers and
inhibitions they are experiencing. In egsen;e, the invitation
is to pause, reflect and articulate what sach individual does in
moments of stress, alone and in  solitude. Specifically, the

obiectives of the small group are to invite the participants to:

1. Share with =zach other the experiences of living 1in the

world of family,work and cdmmunity.

2. To share the pressures and demands of multiple roles and
multiple systems and the facilitating and inhibiting

processes.



X. To explore feelings at the role and self level and
differentiate hetween the reactive and proactive

feelings.

4, To explore the nature of familiar and formal role
relationships and the nature and quality of inter—

persaonal transactions.

5. To explore the stereotypes of man—-women they held and its

implications to the emergence of working relationship 1in

formal work settings.

6. To- explore the expaeriences of both familial and
organizaticn authority so as to discover new ways of

relating with authority.

7. To make a reality appraisal of one’'s strengths and limi-

"tations and ot design an actor role for the self.

8. To explare the definitions and meanings of family and
work structures, aff liative and task relationships,
personal and impersonal authority,and the quality of

role taking both in the family and organization.

?. To exzplore the nature 3f membership in the collectivity,
institution and system and to explare the interfaces of
self with collectivity, institution, culture, =society,

~ - - - -
family, organization and environsznt.

Small groups are settings where sharing and explaoration
becomes z@asier. Cumiliative stresses can be stated and there is an
invitation where listening also takes place. Our experiences
of small groups have reflected some specific patterns for men and

wWOomen .



Themes and Iscues from Men's Group:

i.

I

L

1G.

Men first start talking about organization issues. The
focus initially is on rigidities of structure, disaffi-
liation from the system, lack of participation in the
policy and essentially limitations of one’'s capabilities

and potentials.

Mern taltt of their contribution ta the growth of the

organization and their lack of experiencing atfirmation.
\ .

They share their difficulties and resentment af relation—

ships with authority.

Systems being experienced as mechanisms of contral and

lack of coardination.

Drganizatien' as settings of inter-personal conflict and

power play.
The need or lack of investment by oarganization in people;

Man overload and over—engage in work settings. The family

th

[
W

becomes the holder of tres=s and comoete with work sett-
[aad

ings for time,invelvement and commitment.

Man experience str=ss due to overwork and often live with

physical distress.

Achievement not leading to feeling of fulfilment or
satisféctian. Every success leaves fear and anxiety of

failure and deoes not replenish.”

A sense of emptiness inspite of doing and performing

well.



11. Limitations in organization role, constraints in managing

the environment and the limited life space.

Themes Reflected by HMen in Organizations:

Most of our experiences [Parikh, Garg and Farikh, Farikh and
Gargl with men suggest that it is only when the men have shared

their experiences with the organizations that they are willing to

share their perseonal experiences. In our explorations with the_

cultural processes aof work it became clear that most men socia—
lized in third world countries specially India are uﬁed to
working alo;e and in isoclation. In traditional model of social
design there were only a few activities which required group
affnrt. In most cultures these group activities acguire a tradi-
tion or a ritualistic orientation eoften ti=d with agricultural
seasons or religicus rituals which are squally linked to the
seasons of nature. The largest areas of stress the men expe-—
rience are related to working in groups with experience of
limited spa.e and a routinised life space. The central meaning

of a man’'s identity is derived fram achievement, nature of worl,

designation and experiences of contribution and status.

The exploration with men in his life space with his pathos,
pain, anguish and other similar feelings of inadequacy, meaning-
less and emptiness reguire a tremendously sensitive and inviting
approach. But when the setting is created and the men are open to
sharing they bring forth the deeply embedd=d social, cultural and
familial patterns of being men in the society. They talk . of the
burden of expectations, of achievement and role of a praovider,
the limited role in the formal work settings and the acute pulls

and pushes of emotive and cognitive orizntation to the culturally



desired rales and the expected roles of the social context. Thei
pulls and pﬁshea from the belonging system, their own dreams and-
hopes of achievement and success and reaching middle age and
professional plateau are a commentary on the social sterectypes
of men which do not permit them acceptance and owning up of
their wvulnerabhilities. It leaves men having big shoulders to
invite other people’s burden but no place o+ person tg share

their own.

The small group wark in the cantext of experiential module
grovides & space where without shame, evaluaticn and judgements

participants can exnlore

t. Organizational tasks, structures and procasses related to

their roles,

2. MNature of leadership, authority and processes of control

and coordination.

A

. Discovery of brpader perspectives which can facilitate in
making effective chgoices, integration of one’s role in

the life space and crystalization af one’'s identity.

4, Explaration of social, cultural, psycholagical and orga-
nizational barriers which inhibit mobilisation af

designing relevant actions.

5. &nd exploration of identity arnd itz interface with orga-
nirzation identity, institutions of the organisations, and
relatedness with the structures leadershipand authority

of the organization.



t=zcentially, the =mall group provides an apportunity to
individuals to explore the sources of their behaviour anchored 1in
identity as they relate with organizations, social structures of
the society and the influences of society, home and arganizations

tg their rocle—taking.

At another level the small group settings pravides an oppor—

tunity to explore and reflect upon
1. goals and objectives in life and future directicon

2. realistically appraise self and systems potentials,.

capabilities and limitations

3. explore the nature af relationships, gvaluations and

judgementsz anchored in social steresctypes
13

4, explore the meanings of self worth, security, SUCCESS,
adesquacy, inadeguacy and loss of direction and meaning in

life.

5. discover and design alternative action choices relevant
far the self-interfacing with multiple systems, culture

and society.

Essentially, the men participants discover that they would
like to actively participate in systems its palicies and étrate—
gies rather than be mere performers or doers. However, they
realise that they themselves have become repetitive and frozen
in their responses in all settings. Thi=s process provides an
_Dpportunity where they can awaken their creativity and act within
the system with dynamic responses. It is suggested here that men

in their new role space where they wott with men and women need

5



to understand the social, structural, psychological role pres-—
zures both live in. Man also need to be sensitive to the pathos
of esach other which the men are spcialized not to articulate.
That there are structural and societal definitions which both men
and women live by is also a reality. But both the perspectives of

men and women are equally important to understand by both.

Themes Reflected by Women in Organizations:

The women's responses and participation brings forth a
unique kind of response. Their fitrst response is the reflection
nn  heing women, being women in organizations, and heing women

managevs.

Small groups bring feorth from the women all those euperi-

ences which tradit{onally were shared when women lived in
groups. The urban and industralized living has created islands
whers women live alone and absorb the stress ailone. Their
expression of stress is experienced as grumbling, complaining,

and gossiping. The z2mall group provides a setting where initially
there is releasze of camulative fazlings and a release generating

catharsis and euphoria.

Some of the salient themes which have emerged in small

groups reflect the followings:

1. Women feel constrained by the rigidities af the role as

expected from society, family and organizations.

2. Women experience constraints, compulsions and rigid nega-
tive interfaces with organisation and society through

their taking up managerial.rales.



=. There 1is an over codification of {cle taking in their -
1ife. This creates stress. The stress creates helpless-
ness at one level, anger and resentment with the 2nviron-—
ment at another level, and very little space for their

perscnhood to emerge.

4. Women carry doubts about their salf-worth and capabili-
ties. They focus more on incapabilities inspite of
evidence of success. Other people’s input acquire more

significance and women ignaore the source of their own

responses.

5. There 1is rigidity of beliefs, that the =ocial and
cultural traditions have negative pulls. Women
experienc§ very little positive from the snvironment,

1t seemed that women in attempting to manage their home—woerhk

interfaces have set themselves in the direction of achievemant
and performance. In the oerfaormance they have become ‘Atlas’,

where they carry the sntire burden of responsibilities through

their competence. in so doing they hold pathos and intensities
aof fe=lings. Sharing becomes difficult. These processes do not
allow women or others to become resources for the self. The

women also experience an acute sense of loss where they find that
in order to survive they are their only resources. They cannot
depend on people or systems for a sense aof well-being. It also
ceemed that women in their primary context have come to accept
that they have no space to seek replenishment. Their meaning
gets anchored in the outside environment and pegple. They find

it difficult to create space af their own.

/



Critical Influences gn Women's Role and Identity:

1.

In many third world countries the culture gives signifi-
cance to a male child and a secondary status to femalse

child.

The female child is considered a guest and a transient at
home and as such she euperiences no place or space as her

OwWDh . —_

In the parent’s home she is treated as a property to b;
looked after for other family. The in—-law’'s family con-
siders her the daughter of the other house. She really
has no space or belonging of her- own. Her survival lies
in 1living by social roles and expectations and holds her
feslings 1in abeyance {Epeciélly_in Indial.

*

Women 's academic aspirations are experienced as an asset

for the husbhand and family.

Women’'s economic earning capacity is for the husbands’
family. Her resources are welcome but not her involve-
ment. Time required at the job is a source of stress in

the home.

Her needs for career and profession are her neads. As
such, economic benefits are for the family but the pull
towards professionalisation demanding time and energy 1s

resented by the family.

As such, women continue to be pulled and pushed between
haome and career. They carry a sense of hurt, anxieties,
quilt and await same understanding. They are largely

gaverned by the rcle appropriate behaviour af the tradi-



tional society and feel burdened to be a traditional and

modern wife simultanecusly.

1t is only when women have shared some of the pathors of
being women that they come to explaring issues with organizations
and their managerial roles in it. Our experiences aof working

with women managers suggest the following themes:

1. That women in organizations continue to govern themselves

with the concept of social authority and do not aasily

grant themselves formal functional authority,

2. The women managers have cognitive clarity about their iob
performance, task - linkages and corporatz structurss.
However, they do not operatiionalize their cognitive

clarity in action choices.
[3

Z. Women seek from authority that they give them legitimacy

tg be in the organization.

4, They withhold initiative and assertiveness in tasks but
take initiative in caring, nurturing and fostering. This
l2ads to further stereotyping. If they are assertive

then it further s=terectypes them in being agressive.

5. Women managers often become entrenched into immediate
shdrt term problem centered solutions and ignore long

term crganization perspectives.

The explorations by women often turn to focus around their
entry inte formal organizations and managerial roles. Most women
find it difficult to give legitimacy to their roles in the

organization. When they relate with male subordinates either they



come through as téntative and unsure oOr end up playing being
sister, mother, aunt, or similar social roles. Most often they
fail to exercise authority upward, downward or laterally. With
women caolleagues and subardinates they are harsh and evaluative,
erpect more and become task masters. ot other times they tend to
become advisary and preaching. Many women find it difficult to
relate with esternal interface with the environment. . They tend

to focue and relate with internal structures and process vis—a-—

<
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their role—tzbing. Az women feel constrained in the formal

[as

tings o©f work they find it difficult to become effective as
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they know they are.

In the

it

mall group women eventually bring out the above
1ESUES. 1t i=, in the nonevaluative and non- judgemented setting
that women are open to share and explare their own contribution

and sources. Tm the absence of supportive group o a very direc—

n

tive group women become defensive and overwhelmingly talk of
either their victimhood and sufferings or martyrdom and their

szgrifices. & realizstic appraisal and new responses do not

Once the women find a supportive but realistic explaoratory

space in the group they are willing and open to:

i. explore the barriers both social and organizational and

their own lack of policy perspectives

k3

. explore their feelings of psvchological illegitimacy in
the organization rather than blaming and accusing men or

organlizations



X. explore and identify their real resources and bring 1t to

both the home and sSrganization setting

4. accept and own their aspirat.ions to achieve and feelings
at the level of self rather than merely responding with

role apprepriate and secially desirable rocle actions.

5. own up %he partnership in the system and willingness to
invest to create and contribute to a new culture in the
organization and family rather than remaining martyrs and

victims and as such oanly recipients.

The =mall group work for wemen in women’'s group have provided
a sSpace where they can explore 1in themselves centuries old cul-
tural processes of role taking which have made women over

cadified and aover cpncretiaed into trole activities and as such

role taking. These settings provide women to articulate their
inner monoliogue in a dialogue and discover their infinity of
responses possible. Essentially, the openness in small groups

provides the space for women to discover that they are not the
only cones who struggle to underétand, aspire and hope for newer
kinds of settings. In the sharing and the collective process they
get in touch with the realistic self-systemic interfaces. Thus,
they not only add to the systems but alsoc to people and them—

selves.

Large Group:

Large groups are a setting whreby experiences of the com-—
munity and small groups are conceptually and experientially inte—
grated. The individual pathos of small groups and the cultural

pathos of the collectivity is translated in the large group sSpace

&0



to integrate the intensity of emotions,into a logical rational
undarstanding. The latrge groups are 5pa¢ea hwre narrations of
svents take place and implications and consequences bath intended
and unintended can be explored without the euphoria or magic, or
the depth of despair. Large groups provide a setting whre clari-
fications, review and the multiple dimensions of individuals,
rales, organizations, systems and cultures are understoad in
their wider context. Essentially, the large gtroups ﬁave specifi-~

cally the following cbiectives:

1. It praovides far sharing the personal events, processes,

theme=s and i

ui

sus=s which have emerg=sd 1in small groups

within the framework of a context.

2. It grovides a setting whera the intensitises of the =mall

1o

roup and poignancies of feelings can be understcod as a
process of collectivity to create a commonality of xpa-—

riencec.

%, It provides a setting where the shame, despair, despa-
rateness, loneliness and anuiety of small groups trans-

latad within the frameweork of identifying individual

im

strengths, capabilities and rescurces. Tre pesrsonal
experiences becaome shared experiences and as such identi-
fication of netwaork of people and individual’'s struggle

in the context of scciety and culture under transition.

4. It provides a space where participants across groups can
come together in new groups to review, reflect, elabporate

and come up with action choices.

6\



5. It 1is a satting where conceptual clarity, intellectual
dialogue and discussions can emerge from the real  live
data aof the participants rather than hypothstical situa-

£

tions,

&, It is a setting to build upon each other’'s experiences
and evolwve relevant theoretical frames rather than fitt-

ing the data in existing theories.

7. It is a setting whre shared values, beliefs, assumptions
and perspectives emerge of the formal organizations. From
the macro culture the individuals carry personal gxperi-
2NCS5., From this they defire commitments to action par-
spectives and values to live by. Large group is  that
space whare a concept of collectiviiy =2merges which then
gives a shape to itself.

.

The community, small groups and large groups are structures
designed for the individuals, groups, collectivity within the
framework of transient institution of learning. These three
integrated together with the commitment of providing space for
pxpleration the living realities of participantse and their

ystems. The resource people when they are commitfed to  the

in

philo=sophy of sanctity of individuals in their own sett-
ings and their gpenness to ijeclogical postulates and assumptions
can provide the emergence of new definitions and meanings af
realities baoth past and present and as such relsvant daefinitions
and responses in formal organizations. "The discovery of new
meanings of present experiences of people and systems frees the
individual from the residues of past feelings and meanings thus
praviding space for redefining relationships and redesigning

one‘s location in the system.



In our eupesrierce working with groups of multi-cultural

have

(]

membership we have discovered that when the2 participant
joined to creatsa the learning setting and feel that their rea-—
lity is understood by the resource people learning takes place.
That the learning has emerged can be reflected in  the movement
and shifts which emerge. Some of these shifts we have identi-

fi=d are the following:

1. There is a shift in the participants from an exclusive

facus o©on technigues and skill building to a wider focus

n
or

on persgective on aorganizaticns,; tasks and structurss.

2. There is a shift from an explanation mode of situations
and helplessness of gne’'s role and action choices %o a
realistic diagnosis of the context,=vent, groblems  and

alternative ways of rvrole taking and responding.

A shift from problem—solution centred and an input-output
approach to multigle influences to radefinition of orga-
nisation systems,individuals and relationship so  that
alternatives can be identifi=d for new cultures to

emergs,

4, A4 shift from justification of heolding onto axisting
interpretation and meanings %tc exploration and discovery
of alternative meanings thus frzeing prople, situations
and salf from mortgages of the past and discovering ways

to invest in people, situation and salf.
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S. A shift from overwhelming negative evaluations ard judge-
mants of organization culture o exploring +esalistically
organization strengths and limitations. This shift frees
the individuals and organizations to  jointly create
organization cultures relavant for tasks and rcle perfor—

mance.

&. A shift from fragmentation and polarisation of either-or
choices between family and work systems to explaoration
of family and work systems in the conteut of larger 1life
space. This facilitates in the individual discaovering
the community =pacese and membership in_the collectivity.
It i3 a shift to identifying simultanscus membarship of

multiple systems.

7. The abﬁve process facilitates an  integration 1in  the
individual of multiple locations and multiple member-—
ships and discovering the simultaneity of sentient
Lwithin the family and communityl inter—dependence and

task Lwithin the formal organizationl inter—-dependence.

The large groups provide space to integrate and acquire a
cognitive perspective of multipie systaems and release the energy
from frozen meanings and processes to discover actions which are
relevant for the situation. The large group is alsc a public
forum where a zshsared underztanding of philascphy, wvalues,
attitudes and beliefs asmerge which are anchored in personal
choices. The integrative process 1n large groups also gives rise

to the follewing dimensions in individuals,
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Large greoeup provides the space for gach  individual to
discover that besides heing a rescurce tg rnimself/her—
self, others are resources to the self for tasks, The
choice 1is apen to the individual Qhether to be an island,
or an Atlas, on in an organization setting to be a
resource of the self as well as others for performance or

organization tasks.

The large group belonging provides space too  women to
accept their legitimacy of their membership in  faormal
wordk organizations. It brings to cognisance that legiti-
macy in the membership of the group is determined by thae
nature of i1nvestment in thes group and the system and nat

b=ing legitimiced.

The group provides belongingness. The nature of commit-
ment and contribution will determine the nature of
belongingness in the system and not just the role of

being a member.

In any grou there is a role location for each
individual. The meaning given ta the role by the
indiwvidual determinss the nature of role—taking pro-
cesses. The choice i1s left to the individual +to Bring

the acceptable which can bhe minimum or bring the best.

Foles have =simultaneous anchars in the self and the
system. The meaning given to the self and system will
determine the quality of interface and mode of relation-

ships between self,others and systems.



&. The sealf cof the individual has the potential $o act in
the role of a maéager. The nature énd quality of ocwning
up one’/s resources and responsivensss wWill  determine
whether the individual will control or be controlled,
negotiate, be obedient ar rebel, confaorm or defy, be
withholding or sharing and similar other dimensions. In
essense it will determine whether the individual is con-
stantly willing to explore and understand his/her manage-
rial aﬁd membership role, It is in the capacity of
indivianla to add new dimensions to transactions and
redefine relatedness rather than merely to perfor a role

as defined by others and the system.

7. And Tipally, the large group provides a space to discover
and experience gperscnal resources, resouyrces of athars,
L3

and systems and articulating personal values, to be

brought to the work settings and managerial performance.

Integtrative l.odule

integrative module brings together in a coherence both the
experiential as well as the conceptual module. it also brings a
closure to the programme, or the workshop gr the seminar - 1in
affect it makes passible for the participants to ask the guestion

of reentry and what additional specific inputs they require. As

such the integrative medule focuses on the following objectives:

1. Any specific requirements, e:xpectations and needs the
participants may have and have identified during the
programme which they may consider relevant in their back

home situation which has not been explaored.
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. Focus on reentry and the situations they are returning to

the family or work.

T. Design of action plans they would like to make a beginn-
ing with. That iz focus on the moct critical and signi-
ficant area af task or relationship that reqguire new

~cESDONSesS.

4. Review of their learning and any specific clarifications

they may like to have.

5. Future networking and linkages they may like %o build

with the praogramme participants and insbtitutions.

In our euperisnce there are several inputs and design which
become significant here. One of the ==ttings we have attempted
to bueild into this ;rea ot integrative module is the elective
workshops. Depending upan the expectations and the needs
expressed by the participants for the inputs the resource team
can bring together some elective workshops. In fact thess are the
times when participants can ?ffer their respurces which they have
and share it with others. One of the most rewarding experieqce
af learning the participants can have 1s to share their strengths
and discover the ability to reacﬁ out for resources, seek

L] . . .
rasources and offer them rescurces. Here is where in reality a

learning situation gets created and a spirit of learning emetrges.

Structurally, the elective workshops can be offered for a
day or a day and a half. Four fto six sessions depending upon the
resaurces and the needs of the participants. Following are the
workshops most likely to be asked and resources available within

the resourge team 3s well as participants.



1. Communication or inter—personal skills

d

. Motiwvation =kills to motivate subordinates anrnd workses

=

. Empowering their managerial role ia the arganization
4, Management of inter-personal =kills and inter-personal
relationships i1n the organizations -  supgriors, sith—
aordinates and celleagues
5. Management of canflict
&. Management of change
7. Rear. Lhart Aralysis
8. Faorce Field Analysis
9. Manragement and conducting staff and Evecutive Committee
meetings.
1¢. Corporate planning and formulaticn of policies
A whole hcatacf Ssther ne=ds and expectations are identified.
.
Mocst of the time there are adequate resources and skills in the
racource team as well as participants to provide quite a number
of ealective workshops. These olective woarkshops provide the
participants skills and techniques which can be relevantly
brought to the organization situations. The experiential module
combined with the conceptual modules then prepares the individual
to make a realistic aporaisal of the personal and organizational

needs so as to maximise the lesarning.

The ele&tive workstops  are also a setting which starts
making the participants think af reentry back into the family and
organization setting. Just as the entry and participation in the
programme bhad created anxieties and or hopes the process of
Péturning also creates similar anxieties and anticipatiens. This

process provides the participants to make reality appraisal that



i. They have undergone the experience and not the others

either in family or work setting.

J

. They have experienced some new learnings and ways of
locoking at themselves, others and situations. The situa-
tiogn and paople back in the organization and family have

remained the same.

bl

. With the new parspective learning they have experiencad,

it does not automatically become acceptable to the out—

(w8

ide. It is a tremendous effort they have to put in for

ui

or

nemselves and it is upto them to take it to others.

4. That they have experienced a process, It i the process
#hich ngeds to be taken and not the content or the con-
sequences.

S. That systems'structuresz and processes are monolithic and
new aptions and responses are not necessarily acceptable
just because they are good. it requires investhnt and
persistence if the new respenses have to be implemented

and =ustained.

affect the alective workshops provide the participants  to

=
a

azsess realistically their new experience as well as back home
situation. This confronts the participants the issues of re-
entry. To facilitate the issues of reentry it becames quite
critical that +tise and spac=2 iz pgraovided for actual action plans
the pérticipants may have designed for themselves. It is impor-—
tant that these action plans are articulated and openly stated
far explorations. In the integrative module after the slective

workshop we design time and space for the participants to design

action plans and often aaact tham.



The participants have designed action plans in several ways:

1. Either they have spent a gession or an hour by tharselvas
and weiting down critical areas or relationships or tasks

they would like to begin with. Thiz gives them the Lime

to retflect and prepare themselves together far reentry.

2. Either fthey wark in small groups, country grougps, the
same grganization group, or the same city group depending
d4pan the mix gf the participants. Thesy come up with theif
individual, or departmental or organizational actin plan

ralevant in their hack homa/work

i

attings,

Z. Either of the ahove or both are than shared in the large
group where the resource team as well as the participants
inintly ‘cgﬂaa;tuaiiza and :identify the intsnded and un-
intended consequence of these action plans. f realistic

revisw i3 done Lo sse what i1s passible and what is  shart

11}

term and long term and what will te the areas of conp-

straints and opportunities,

2

[y
in

This joint reflzctive graocess often laads to the realit

u

of  what actiorns ars goisicls, what are idealized, what are tha
postulations being made about pgegple and situations and the n=sed
for constant review and verification. In our experisnce this
brings about the reality that cognitive underétanding alone does
not mean cuccess as intended. There are multiple factar= being
simultaneously present and any change is a consequence of one’'s
effort and raesponse. Th=2 nature af change and response from the

enviraonment is not predictable or as sxpzcted. It needs persis-—

tance and sustained efforts.



Gnce the action plans designed by the participants aither at

of
T
10

individual or arganizaticnal level are stated and axprassed
thay are rainforced in the context of a larger persgective.
Conceptual frames are shared so that a relevant theoretical frame
-an emerge for participants. Therea are many designs available for
=such a reentry pRrocess. We hawe found that there are =oma WHAYS
which makas the issue of reantry come alive and petter able to
manage the amieties and gﬁticipations. One of the designs we

have often used is the role play.

Structurally, the participants work in small groucs. Each
group is free tn chonse one theme, one arsa, OO2 ‘setting oOr

relationship, one project with which thay would like te begin

b

their action raspon=Eas. This theme ic discussad 1n the group.

Il

tpent is =2ither

i
n

Thay then design a roles play. This role o

verbal or non—-verbal. In our sxperience aon—-verbal pressntation
]

ay 2na

males 1t guite a challenging 2netrcise. Each small group then
presents the rale play and the rest of the participants share
their reflectins. In more ways than one the processes which
emerge from each presentation reflact the diversity of learning

or nen—laarning that has tavren place. They roflect  the thames

1]

and issues of role taking with its muléipls inf=srfacss. Fabting
2ll the varied reflections in an integrated perspective and a
thegtretical framework becomas tho task of the respurce team Aas
the participants attempt to redefine their roles as well as that
of the resource iteam. Bath have gone through the axperiences and

shared moments of learning. It is appropriate that there emerges

a partnership and awnership of learning at this point of time.



Feview and Evaluation

Npce the reentry themes ara explor=zd and the reancharing of
learning is within each individual, there is one mora dimension
af the programme design which needs to ba carried oput. These are
the review and evaluation nf the programne. Evaluaticon has two
htoad focus. One 1is the debriefing by the rascurcs nf their
assumptions of tearning model, their cholices and actions, their
strategies and intarventions and e=sentially where they were with
themselvaes and the participants. Once this debriefing 1s done the
participants reflect upon the specificities af the 1i1nputs, the
stprycture of  the programme, the guality of the inputs, the
strengths and dysfunctionalities of each individual member of the
resgurce  team  and the resourcs t=am as a whole. The rsview,
evaluation‘ and feedback are essentgal asz they create an  opan
N
setting for review. The process of review as a learning mecha—
.
nism rather than a judgamental procass iz an int=gral process.
The <success of the programme iz also the identification of many

lacunag as well as failure as well as the strengths. Both are

agqually significant to review.

et

The review proczs immadiata

s
#

I

frer ths programme may overs

ul

whelmingly give a positive raflaction. Spme of our cdlleagues
have experimented with varied mechanisms. For example, Misiak
Elias in her programmes takes a faw moments after each day to ask
the participants to write review and refi2ction o0 their =uperi-
ences and learning for each day. While some others have a mid-
course and end of the programme revisk. Feview whenever done is
an indicator to pause, reflect and if necessary modify and change
the pre-planned designs or Carry them through depending upon the

context, setting, the programme design =nd where tha participants



are. The resource hteam have to be guite sensitive to the feed-
hack arizing out of the an-ieties of the participants, difficgl-
tiezs in expleration or the dysfunctionalities arising out of
streas experienced hy the resource team while working together.
1t regquires tremendous amaunt of clarity of the rescurce team %o
male a realistic diaghosis of the situation of the programme with
themselves equally in the situation and their own contribution.
Review - reflection and evaluation of both the groups lesad to new

learnings and realistic acktion choices.
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