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Abstract

The thesis of the paper is that 0B can contribute richly to socio=-
economic develeopment of poor Third World societies, It can do so
through research on 0OB-related problems of the strategic organiza-
tions of these societies and on the strategic individuals and
groups in thess organizations. The concspt of the strategic orga-
nization, individual, and team is sronusdet, Interesting 0B resaae
rch questions pertaining to strategic organizations are delinsataed
in the arsas of motivation and control, coosrdination and collaborae
tion, boundary management, management of growth, institution build-

ing, innovation and change, and sicknass and revitalization,

Prepared as a background paper for the International Conference
on Organizational and Behavioural Parspectives for Social Dave-
lopment at IIMA from Decembar 29, 1986 to January 2, 1987.



0B FOR SOCIAL DEVELODPMENT ; A PuolTiod PAPER

08 and the Third \World

Organizational Behaviour {DE) is a2 field of knowledge rather than a
unified thenrf- It cnnsists-nf a growing clutch of concepts, approa
ches, models, and tools pertinent to the structure and functioning
DF;prganizatiDns within thsir socio-economic contexts, and the study
- of individuals and graﬁps vithin their organizatiocnal cnntexts.1”
Thus, UB spans macro-organizational concerns like inter-organiza-
.tiDpalrsystem ahd organizational lsvel goals, strategies, climates,
cultures, structures, managemsnt styles, and performancas, and how
these are influsnced by one another and by task environments, sbcie-
tal values and institutions, technology, size, dependence, stc. 08
also looks at prganization - wide processes like decision making,
éncialiZatian, and imstitution buildipnn., OB is equally concerned
with the motivations, a%titudas, skills, and interactional dynamics
nf‘indiuiduals and groups bperating within organizations, and the
linkages betwean macro-organizational variables and these micro-
prganizational concerns. OB is a highly differentiated field, rife
uith coptending theoretical perspectives, multiple levels of analysis

2 It has genmerated a

and diverse research philosophies and methods.
rich varisty of management tools and technologiss., These range from
Uﬁ_yypes of interventions to various kinds Of training, MBO, human
resource management systamé, modes of decisiobn making, ways of making

the job more interesting, organizational design gestéits, atc. - Some

of these tocls and techniguss are indicated in Table 1,

(Table 1 about here)
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The organizatibns of poor spciet;eﬁ_seeking-qevalqpmeﬁt tend to be
replete with "people® pfoblems. The combination of scarcity-ridden
sconomiss, high development aspirations of social elites, and the
traditionzlism and kinship orientation of the "masses™ is a fascina-
tihg cnnfext. It often spawns bizarre brganizational behaviour,
Séarcity 5reéds, under a proactive social lsadership, institutionalised
meéﬁs for alleuiating it, fhus, a broad range of gouernméntal,quasi-
gﬁuerhmantal, voluntary, and private commercial oprganizations coma in-
to eiistehce with scarcity-alleviation goals. But these organizations
aré commonly.staffad by membars of the traditional, kinship~oriented,
impcuerishéd masses, and often the clients of these organizations are
also segments of the masses. Add to that public funding of many of
these urganiZations, and what emerges is a gueer cocktail: of organi~
zations with entrapreneurial; develonments. =spirations at the top,
bureaucratic structures, nepotistic staff culturss, fairly modern ops-
rations téchnnlugies and installation of some professional management
tools gnd systéms. .The prganizations of devsloping socisties, espe-

k cially the larger, strategic ones, tend to be malting pots struggling
to underﬁtand the modalities of internal‘%aherence. They are the

microcosms of the grouwth adventure of some 3000 million human beings,

Most of the teols and téchniques of UB have criginated in the West;
but they have become important slements of management software in many
of the largear brganiiations of the Third World.> In India, for insta-
nce, such tools asﬂauruey feedback, action reséarch, drganization deve
lopment (00}, managemen£ by objectives (MBU);—human resource develop-
ment systams (HRODS}, stféss management technigues, achievement motiva-

tion training, creative problem solving training, etc., have besn used



in a number uF‘nfganiZatiDns.4 While selsctive use of these togols
and techniques. in appropriate organizational situations is unguestio-
ned, there are doubts about their uvholesale applicabilify in Third
World countries because of their apparent conflicts with the cultural

economic, and political realities in these countries,

The main normative focus in 0B is on effectivenegss. nat the brgéniza—
tional level, criteria used in Western research have, by and large,
emphasised organizational performance variables like profitability
and growth rate, system effectiveness variables like adaptability_and
success in acquiring resources, staff well-being, and Dccasionally
also corporaté.social responsibility-related criteria.6 A criterion’
of special relevance to the developing-uofld'ﬁs the efféptive conptri-
bution of the urganization to socio-sconomic daUelement.7. beuelop—“
ing cdhntries commonly suffer from scarce managerial skills, lowiﬁéfh
ethic, a weak cooperation ethiec, high dependency pronéﬁess; consefu;;
tism, and so Forth.8 Organized action - as distinct from sporadic..
individual or group level action ~ offers vast possibilities for ex-
pediting'sncio-ecnnomic development, This is because the Fnrmal,nrga-
nization brings under one roof all the human, material, Financial;
and tebhnnlugical resources needed to undertake relatively unfamiliar
long-rangs, natiﬁn-building tasks, Also, formal organizations have
the intrinsic ability to build up rapidly whatsver additional reéour-
ces they need. Indesd, most developing socisties have set up a varie-
ty of special-purposs organizations whose main objective is contribu-
ting to various facets of socio-sconomic development. In India, for
example, early éfter Independence, the government set up the Planniﬁg
Commission at the national level, and nrcanizations to promots commu-

nity development in the rural sector, organizations to provids projsc
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finance to new industrias; and arganiﬁatinns to produce goods and
services basic to rapid industrialization (such as steel mills,
equipment producing organizations, btasic chemicals producing units,
stc.). Besides, most governmental administrative organizations were
sought to be reoriented from merely providing routine services like
revsnﬁe collection and maintenance pf law and order to also contri-
buting to socio-economic deveslopment by drawing up developmental

plana, 9

Concept of the Strategic Organization, Group, and Individual

R large amount of work has bean done in 08 on different kinds of
Brgaﬁizatinn,‘ and on differant facets of organizations and their
Fuﬁctioning.10 But work on the strategic srganization, as a separatas
cafegnry, has been negligible., If, withkir wach class of organiza-
tion, we were to array organiz.:ions on their pctential contribution
to pnsifive change and development withinm thair respective domains

or sectors, then strategic orqganizations would be the top scorers in
each array. Thus, organ}zatinns that are research andldeUElopmGnt
oriented, osrganizations that pioneer into a sector needed products,
services, and technologies, organizations attempting a change in the
social status quo, organizations in the busipess of modernizing
'sncial values and attitudes-in short, organizations whose outputs

and actions have a long term, developmental impact in their domzine-

méy be considered strategic nrganiZations.11

The potential of organizations to contribute to socio=-sconemic deve-
ihpment of poor, under~developed societiss may vary enormously. To

purvive, all organizations need to meet some social need or the
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other.12 But there is a special need that only a few prganizations
are primarily ﬁﬁnﬁafhed abouts snciaty;s neéd to transform itself
tuuards‘spmeridsai; ﬂhile sbcieties surely differ on cherished
utopias, the ﬁn%éansus appears to bg tu aquat; sscio—achomicldaua-
lopment with grséter strength and autonomy for the snciaty-as a
whole as well as for individuals and groups in that society, greater
social justice and equity, and greater per capita availability of at

i3 Inter-organizational compari-

least essential goods and services.
sons on the "fuzzy" criteria of social development are difficult.
However, it is possible to say that an administrafiuB organization
set up to promote literacy or family planning or adoption of better
health practiceé ié more strategic than one cﬁilscting revenuss or
kaaplng civil peace; or that an DrgaﬂlZatlUn set up to 1dent1fy,
deuelop, and dlSSEmlnate new products, Rrocesses, and practlces 1n‘
an 1nﬁustry is more strateglc ‘than mpst firms in that industry; or
that uulunta:y organizations seeking to conscisntize the explnited,
and mobilize them for dnilectiua ameglioration and desvel opmsent are 
more strategic than voluntary organizatiaons merely promoting the
lnterasts BF privileged castes or communltlas- or that organlzatloﬁs
prﬂduc1ng tha means of further production, such as machxnery, are
more strateglc than organizations producing cosmetics; and so on.
This is not to say that non-strategic organizatiops are unimportant =
on snmé criteriﬁ they may wsll be even more important. The.army,‘the
tax depaftment, and the corporation marketing cigarettes and contribu.
ting bllllnns in taxas to gouernment coffers are obviously important.
HDUEUer, thelr importance vis —a-u1s tha deuslnpmental and transtrma-
itlonal goals of a snc1ety may be less, or less dlrect, than the

'rssearch laboratories, the 1nst1tutes Fur tralnlng tschnnlngists,
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ﬁfﬁféséioﬁéi ﬁaﬁageré,:aﬁd'dQU4ldpmental administrators, sccial deve-
lﬁﬁﬁeét hrogramme ngéhilatinns; and public enterprises producing
squipment For the chemical, fertilizer, engineering, and metal indu=
stries. Tabls 2 lists, for illustrative purposes, some strategic

Indian organizations.
{Tabls 2 about here)

Strategic organizatipns cannot be evaluated on just the more common
criteria of nrganizatibnal effectiveness, namely, financial perfor-
ménce, grouth, staffruéll-being, system viability and adaptability,

4 They need to be evaluated also -

of'gnod corporate citizenship.
perhaps primarily - on a new class of criteria pertaining to their
spcin-economic deuelopmeﬁtal impact. The latter may be measured in
terms of hou far they have pioneered or innovated heu.(but appropriate)
'pr6d0cts and technologies of production as well as management,:streh—
géhéﬁed {and not merely exploi:ed profitably) underdeveloped client
systems, created sigﬁificahﬁ'pbsitiua ekternalities, collaborated

with other prganizations in FﬁrthEring national priorities, promoted
snoiai change and awareness abput alternative, more science-based
liFE'étyles, inculcated a culture of innovation, achieuement,'éncial
concern, meritocracy, and participative decision making, etc.15 Not
that every strategic organization should be evaluatsd on all thasa

griteria, but as a reinforcement mechanism, evaluation should bs

tilted in favour of ‘the appreprizte devslopment-related criteria.

Just as there are strategic and non-strategic organizations, we can
think of strategic 'and non-strztegic organizaticnal members and groups.

Thoae'indiuiduals and groups within nrgainatiDhs that have the greates,
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potential for achieving the dAevi.l1onmaental, strategic objectives of
these organizations mzy be deemed, raspoctively, strategic individﬁals
and strategic groups. Thus, stratégic individuals may consist of ah
assortment of managers,“technap;aﬁs,:atakghu;ders,.and'union leade:s:
and strategic groups may also consist of such diﬁerserteams as the
.top managament team, the corpnraté planning group, the research and
development group, the human resource devslopment group, the market
research grouﬁ, and so forth., Uf obvious importanbe are strategic
indiuiduals and tesams in strafégic organizations, and from an 08 pnint

of view, their skills, values, attitudes, and motivation.

The thesis of this papsr is that 0B can most contribute to éncip—ecq—_
nomic deveinpmeht of the world's poorer sacietiés by grEaterACDnceﬁ-
tration on their strategic organizations, and within these strategic
urgahiZations, on strategic.indiUiduals and -groups. Making this éort‘
of an impéct thrnugh 0B implies a program of research on the structure
functioning, adaptation, boundary spanning, effeétiveness, and raui{
talization of strategic organizations; on the leadership, communica-
tion,finnouatian, and institution building prbcesses within these”ﬁfge
nizétinns, on the values, motivatiﬁns; attitudes, skills, and compe- 7
tency of strategic individuals and teams, aﬁd on the interretioné Df

thase VariableS.16

It implies greater emphasis sn 0B as a topl of
social transformation. And it ihplies that OB scholars and practi-
tioners must get busy developing, testing, and deploying the technolog

of transformation.

In the following sections 1 have tried to probe into the nature of

‘the strategic organizations of &evelsping societies, and axplorad
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briefly key DB-related issuzs in thoir cesign and functioning in

ordar to idemtify some high potential reswarch areas.

The Mature of Strategic Organizetions in Beveloping Societies

A better understanding of the nature of strategic organizations in
developing sociéties-may clarify how Db could be pressed into their
service. Mpst strategic organizations in the developing world. are
likely to share three characteristics: (1) resource dependency on-
‘the government; {2) transformational or developmental role; and {3)

unfamiliar tasks.

Respurce dependency on the gqovernment

Threughout the developihg world, many strategic organizations have
been created by governments. A4s sn example, the Government of India
‘has set up, in the 1ast 390 years, over 200 public enterprises, most
of uhich‘could be regarded as strategic organizations. These account
.€Br rnﬁghly half of the nation's total indifstrial production, and a
higher percehtage of goods and services considered basic to fapid

17 1he provincial governments in India have set

18

industrialisation.
up perhaps three times this numbar. But this is scarcely all.

A number of project finmance institutions have Eeen set up, and these
in turn fund hundreds of strategic organizations in the private sector.
Additional strategic organizations in the cooperative sector, the
ﬁuluntary sector, the health and educaticrnsl sectors, =tc., are all
heavily dependant aﬁ government funding. In India, and,psgsiﬁly
throughout the developing world, the vast majority of strategic orga-
nizations are either gnﬁetnmen? ~ spauned dr.heauily dependant upon

the government or its agencies for fun
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The implication DF resource d: pendency on the government is exten-
sive government control, that is, polltlcal and bureaucratic contro
pver strategic DrgaﬁiZatanS. In turn; these have further lmpllca~
tions : the.appaintments and tenures of the tdp BXECUtiVESIDf stra-
tegic organizations are often pslitically‘mandéted; and therse is a
nearly irresistible pressure_oh strategic organizations to adopt
the bureaucratic.structures and procédures of the gauafnment.19

The usually large size of strategic organizations prbuides further

20 Thus, strategic organizations ofter

 impetus to ereaucratisatiDn.
are prone to the well-known dysfunctions of the bureaucraticjﬂrgani;
zation, namely, rigidity, subgptimization and interfunctional con-
flicts, close supervision and staff alienation, the emergence nf a
conformist, buraaucratlc staff perssnellty, etc:.21

On the plus 81de, be1ng strategic, and therefere énjoying hlgH
social prlnrlty and legltlmdby, also implies a large capacity to
raise resources, ana therefare, a large loss-bearing capacity;22 '
This resource abundance in a scarcity-ridden poor society and this
large loss bearing‘capacity‘make it possible for the sﬁrétegiciofgé—

nization to be venturesome.

Developmental role and unfamiliar, non-routine tasks

While strategic organizations tmnd to get bureaucratlsed, and to
suFFar from the dysfunctions of bureaucracy, they must, paradox1call\
Dperata in entrepreneurial and organlc modes in order to fulfil
"their developmental missions and to cnpe ulth unFamlllar, nonaroutlne

23

tasks. These strateglc DrgaﬂlZatluns, given their deuglupmantal
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nissions, programs, produéts, technologies, and processes must
innovate; they must makerbold moves; they must take calculated risks;
:hey must be impelled by a social vision rather than by just mundane
:onsiderations; they must operate flexibly im an unfamiliar terrain;
:hey must operate as "gpen® and participative systems; they must win
sver their often conservative, traditional, pocorly educated, and
ignorant clients by persuasion éhd participative methods; they must
adapt to local situations and resist excessive standardizatipn; and
‘hey must instil in their rank-and-file the kind of WOTK , cooﬁeration,,

and innovation ethic so vital to mission accomplishment.

0 summarise: Strategic organiiations.in developing societies usually
\ave access to large governmental and government -~ controlled re-
ources. Their missions and their loss-bearing capacity enable tham
0 make entreprensurial moves; but they are freesquently hobbled by
Iu;eaucratib-structures and dysfunctional practices generated by

arge size and resource dependency on the government, and afflicted
'y weak organizational work cultures and resiftance from conservative

iengficiaries.,

B Issues in Strategic qugniZatinns

trategic organizations should become a major apena of 0B research
nq effectiveﬁéss.technnloby. ‘I nave brir?iy examined below sevsral
airly well-worked 0B issues for their research implications for
Frategic organizations in'developing societies. These issues are:
otiVatiBh-and'contrul; coordinatian, chlaboratiDn, and conflict
aSolutinﬁ; bdundary'management; management of growth; institution
4ilding; innovation and change; and revitalization of sick organi-

ations,
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fotivation and control in strategic organizations

Motivation of organizational members is uﬁé af thse more extsnsively
rasaérchad areas in 05.24 FBOpla join argahizatians to satisfy
their néeds. The nrganiZaticn emplnyé people tn achieve its géals.

It dnas'sn_thrnugh structures,‘prucadures, and s?sfems that often
frustrate human needs by making work monotonous or meaningless, 3o
long as the psychic and monatary inducements of fered by the organiza- .
tion helance thé psychic and monetary contributions made b} the stéff;
S0 énés Western theory, there is motivation to reméin uiﬁh the organi-

zation; aﬁd“sm long as the employee expects that the argaﬁiZatinn
will meet his or her needs if he or she meets the organization's
desmands, hé or she would be motivated to centributs to the urganiia—
tinn.25 Western motivational models haue incorporated the concept of
a hieragchy of neads?s a dynamic aspiratinn level as an influence ﬁﬁ
the stréngth of mntiuatiun,27 early socialization intn certain .
enduring'mntivas like thg achieuement,_pauer,_and affiliation‘mptiﬁééf
etc. In concaptuaiising motivation in work situations, distinctions
have been drawn between durable Mintrinsic® mnti&atars like challenge
in jn?, and more ephemgral "extrinsic" mutiuators‘like-pay and autho-

rity, 2

' Stratsgic organizations, thanks to their guuernmgﬁtal links, tend

to have reétricted capacity to offer attractive hiring terms, tqlfira

staff at uill; or to remunsrate staff handsomely for outstanding |

performancs. In other words, their capacity to provide attractiygr
extrinsic motivators is limited. But their mission and sbciél rala-

vance, and their pioneering, innovative, and developmental aetifitias

can provide powerful spurs for the idsalistic and the enterprising. .

Generally speaking, therefors, strateqgic nrganiiaﬁions may have fou
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charms for the money-minded but ample_attractipn$ for those with a
high need for socially relevant achievement. Thnse strategic organi-
zations that stress bpportunitiés for challenging work, for learning
on the job, Forﬁsncially relevant work, stc., are likely to be able

to attract, retain, and energise staff; those that fail to do se, may
ba blighted by an alienated or apathetic staff, high absenteeisé,

etc., Further research on work dedication, work cummifment, achisve-
ment need; the pioneering-innovating motive, extension motivation,

and sociél conscience may help the strategic organizations of develop-

ing socieaties to recruit and promote the right kinds of staFF.30

Performance control in bureaucratic organizations tends to be sffected
mainly through hierarchical supsrvision, budgets and guantitative

targets, and emphasis on following laid down prnceduras.31

Strategic
organizations, too, therefore tend to rely heauily on these control
mechanisms, But an oher-eﬁphaéis on these mechanisms may lead to
staff alienation, and to such distortions as short term targetry,
.neglect of quality, neglect of hard-to-guantify developmental obje-
ct;ues. efc. *However, important additional means of control are
-available to strategic nrganizatinné; The first is control through
pre-sntry socialization,32 commonplace among professionals, ana
possible in a strateqgic organization because of its need for profe-
ssional expsertise. The second is control through careful ‘selection
of staff with a strong identification with the missions of the orga-'

33 also auailable to the strategic organization because of

nization,
its missionary goals, ‘The third is paser group  control, also availa-
ble to the strategic nféaniZatiDn because davelophental tasks are

often best accnmplishé& through'uork teams. Thhs, the distortions
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uruugﬁt by hierarchical, budgetary, and ﬁrocedural control can be
limited by the strategic ofgéniZation émphasising‘self, peer, and
ideniogical control, Greatér research on stragtegic organizations
that have subcsséfully harnessed these latter forms of control

should yield good dividends.

Coordingtion and collaboration ip strategic organizations

The very character of formal organizations - vertical differentia--
‘tion due to a hierarchy of authnrify and horizontal diffsrentiationg
through extensive functional speciélizatinn, role specialization,
and division of labour - predisposes prganizations to coordination
_difficulties. Western ressarch has uncoversd a variety of structura
as well as‘behavioufai machanismé of coordination, conflict resnluf
tion, and gollabp;atioﬁ}34' Structural mechanisms include the hier-
arcb; of authority, diuisiﬁn or profit center cnncept,‘Standardiseﬂf
operating procedures governing felatinns between putentially-cbnfli;
cting work groups, adV;nce joint planning of operations to anticiw
pate and rectify potential areas o conflict, profit sharing systéMs
etc. Behavioural meﬁhanisms include participatory deciéipn making
in which people with potentially conflicting interests coms together
to tackle problems jointly, training in interpersonal competence -
anq teamrbuilding, accentuation of superordinate goals, confronta=
tion mgetings to articulate and iron out differences, organizaiiﬁn;l

socid ization and identification creation, etg.

Strategic organizations tend to be large and have diverse gbals.

Therefore they tend to have relatiueiy high levels of functional éﬁd

35

role specialisations, ‘This may impede inter-role and inter-functii

nal coordination., On the other hand, strategic arganiZatinﬁs tend ti
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have missionary goals, and these superordinate goals can engender
identification with the organization and promote cohesion within

the staff. Cnntiﬁuing emphasis Qy management on the organization's
strategic ﬁiésisﬁs, and on communication to the staff of performance
on missiﬁn-rélated objectives should offset conflicts engendered by
specialization.® Besides, adroit institution building can creata

a distinctive organiiatianal iclan® cultur337 that tends to contain

inter-role and inter-personal conflicts.

Strategic urganizations.in developing sociesties often face a couple

of distinctive coordination-rslated problems, As strategic, govern=-
ment-funded organizations, they find it difficult to practice nepotism,
Norms of qualifications-based hiring tend to imply a cﬁlturally poly=-
glot organizational membership. In these islands of cultural
"cnsmnpulitanism“‘unrk relationships and kinship - based relation-

ships often get out of step.38

A second problem area is the generation gap that s ome of these stra-
tegic organizations in deueloping countries suffer from., This genera-
tion gap arises-bedaﬁsa in many developing countries the strategic
organizations sat up during the initial period of planned development
are staffed by the available seniogbureaucrats or generalists with
little technical training, but staffed at louer rungs by young tech-
nocrats, and later by professionally trained managers. The work iden-
tities of the senior managers may differ sharply from the work iden-

tities of tha junior managers,S>>

The former may be more tradltlnnal
and nbedience saaklng, possibly more intuitive as decision makers,
uhile,the latter may seek change, innovation, growth, participation,

and professional ways of decision making.
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Greater research on how some strategic Drganizatluns have melded
polyglut persunnel, and how they have bridged ths generatlan gap.
could lsad tu more affective strateglas of orgenizational integra-

tion,

'Boundar! managemeht

Operating as "open systems®, organizations must create structures and

processes for ogttaining the needed inputs and for marketing thei;

40 'Eesides, they must establish their institutional legiti-

macy with ths outside world.*' For chtrnlled organizations it mgy

outputs,

be especially important to manage their 1nterface with their contro-

42

llers, Thus, the management of the various bouhdariss of the orga—

nization is an important element of organization d931gn.43

As far as strategic organizations in dEValopiné.societies are concer-
ned, there ares several interfaces.with the enuirnnmehtlthat are
particularly critical. The first is the interface with -the control
environment, usually the gnvernment and its agemcies and institutions,
The second is the interface with the intended beneficiaries of the
strategic organization, its client system. The third is the interface
with the suppliers of technology o2 kndu-hnu. The fourth is the inter
face with networks of organizations useful for accomplishing the

missions of the strategic organization,

Concerning boundary management Vis-a-vis the control environmen£,
thers ars two facets: the management by the control environment of
the interface with the strategic organization, and the management by
the strategic organlzatlan DF its 1ntarface with the control environ-

ment. As progenitor and main purvaynr of resources, the control
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environment has a legitimate interest in mission performance by the
strategic organization, This generally translates into periodic
perforﬁancé reporting by the strategic organizations, appointmané,by
the contrnl'enuiranment of the top executives and board members of
the strategic organization, stc. Additional usaeful mechanisms mzy
be periodic revisw meetings with the tpg”managemenf of the strategic
‘Drganization, some sort of performance related contracting between
~the control environment and the strategic'organizatinn,44 participa-
tive fixation of the goals of the strategic organization that takes
realistic note of the latéer's situation, considerable operating

autonomy for the strategic organization, great care by the control

environment in picking the right kind of dedicated prafessinhals for
top posts in the strategic organization, and 3 simultansously nurtu-
rant {(in crises) but demanding (in normal circumstances) tresatment

of the strategic organization.45

The strategic organization also needs to know how to deal effectively

with the control enviranment.46

It need not fe obsequious; but it
pays to cultivate pauafful elements in the control environment and
create a support metuork in it. It pays to take the control anviron-
ment early into confidence about impending difficulties or crises.

It also pays to educate the control environment about the traits of

the strategic orgamization sr of its operating environment that re-

qQuire special consideration.

anther boundary management that needs special study is the management
of the interface with client systems. Many strategic organizations

are set up to develop tradition~ridden,apathetic clisnt systems -
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nNODB, IRDP, ATIRA, block development administrations, etc., are

ready Indian examples of such organizatioms, Too nfteh,:hDUEVEr;
clients .are seen as objects for head counté, so that pﬁysicél or
financial targets may be met but the essentiélly human, change and
development targets are nDt-.47 It may be useful to caapt'represené‘
tatives of clients into the strqteglc DrgaﬂlZatan s d30151on maklng
gracesses. An even more radlcal passibility may be to set up spec1al
organizations whose business it is to organize fragmented and apathe—
tic clients into making demands on the strategic organization., Thus,-
in developing societies, a prersquisite for developing the client
systam may be to conscientise it, and make it more cohesive and -
uaciferous;aa Such an investment may pressure the strategic organi-
zation not only into providing better services, but also may'make'it
more dypamic, progressive, participative, ete. This exterhal-ﬁrééﬁure
may be a good substitute for the commonplace lack of competitive |
pressure on the strategic, organization., Besides, if there is compe-
tition, a strong client system would tend to induce greater cﬁmpetié
tion, and thereby improve both the performance -and management of the

strategic organization.%?

Knuufhou and technology are highly valued resources of many "high
tech® strataglc organizations of deuslnplng societies. These are
usually availed of from developed countries, Technology acquisition
is a complex process, with the strategic organization, the host
government, the supplier's government, and the supplier being oftan
involved in protracted and fluid interactians.50 A significant
boundary managemant pfnblem for the strategic organization is to

familiarize itself with the global technology markst, A useful



18
technology choosjing heuristic in the early phase of the organiza-
-tiun may be to "satisfice"™ : confine chaice to "reputed” éuppliers
in "friendly® countries; formulate some broad cost and performance
criteria; and choose the first supplier who mests these criteria.
Further, as experience and skills accumulate, the technology acqui-
sition decision .can be delegated to specialists, comprehensive cri-
teria can bs fDrmulated, and the attempt made to oﬁtimise on these

criteria through global, systematic technology shopping.51

Finally, the strategié'arganizatian, though often a monopoly, is
often just ome element in a multitude af arganizatizns that must
cﬁllabarata for 'optimal mission accomplishment., Take the ambitious
Integrated Rural Development Programme of India. Unless the pra-
gram organization élicits the cooperation of the rationalised banks,
the lecal governmental administrative organizations, the local self-
government organizations, and so forth, theres would be minimal
imp;ct in the target area on the target population. Thus, the
strategic organization must be competent a; networking vigs-a-vis

the other organizations on which it is dependent for mission accom-
rplishment but over which it.has often no formal authority at all.52
It muét be able t> play a change agent role in an inter-osrganiza-
tionalrnetuork through appropriate snvironmental sensing, opportu-
nity spotting, achisvement drive, creativity, resourcefulness, colla-

boration, horse trading, planning, stc.

To summarise : some very significant areas of DB research on stra~
tegic organizations in develaping socisties pertaln to effective
managament of the interface with the control environment, with

development - oriented interface with the client system; with



19

‘foreign purveyors of technology, and with intsr-organizational net-

works critical for mission accomplishment.

Management of growth

The management of growth has become a significant topic of the fiéidz
of both businéss policy and .organization theory. Uastern‘uark'haé
explored strategies of diversification and their structural cnnéé-
quences;53 phases of growtn and their organizational impiii:ati::ns;E4
sntreprensurial Strategias;SS madas uf strategy making;sﬁrétﬁ:.

As far as strategic organizations in developing societies are'cbh—
cerned, there are some distinctive features to their growth méﬁa@s-
mant e first of all, ﬁhe goals of grﬁuth differ. Uealth,vSize, or
praF;t maximization {subject to cnhstraints) may be the princibéi
gogls of Western corparate growth management; makimiiation nf poéié
tive externalities and development of targetted sacio-ecannmic':
sectors (subject to viability constraints) are -the usual'prfncihal
goals of strategic organizatiaons in developing saciesties. thén}
therefore, strategic crganrizaticns go in where csrporate'angeis hay

fear to tread.

Second, the charters of strategic organizations tend to be more res-

tricted; suo apportunistic conglomerate diversification is less foa-

57

sibls for strategic organizations. This may be'fﬂftunate,becausa

conglomerate diversification has generally been found to laad to

pavrer performance than relatsd diuarsif‘icatisn;sB
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Third, subject as strategic organizations in developing societies
'aré.to governmental controls, effective boundary management for
Qrﬁﬁth and diversification vis-a-vis the control environment is ex-
tremely important._59 Establishment of goal congruence with the |
control environment before embarking on growth plans is an essential

Step.

‘Fourth, given government-mandated ceilings on remuneration, strate-
gic organizations in developing societiss tend to have poor availabi-
lity of, and access to, top class grouth managers,60 This, combined
with being very much in a learning situation vis-a-vis prufassinnal
managemant systems, and relative unfamiliarity with dauntiqg develop-
mental missions, implies great emphasis on a speedy and effective
organizational learning strategy. Thus, learning through pilot pro-
jects, often in the most difficult operating terrain, startiﬁg in a
modest way with a single goal rather than starting in a big way with

w61 ntil mahagament capabi-

.tpo many goals, ®sticking to the knitting
lities are built up, phasing expansiond -‘investing in good performance
_ Feedback Systemé, stc., may bs elements of an effective learning

st.rategy.52

Fifth, their developmental thrust and client heterogeneity imply that
tha impulse to sxpand by replicating programs or products must be
kapt in check., Much growth needs to be decentralized to tap local

opportunitiee creativaly.

Finally, limited managerial and other resources imply a strategy as
much of penetration as of withdrawal from areas in which the davelop-

mental missions have been achisved., The strategy is not just of
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withdrawing from ®loser® activities, but also from Puinner® activi-

ties that nouw somas other srganization{s) can handle reasonably well.

fffectiue corporate grawth management of the Westarn uafiety may
 héué enly limited relevance for growth management by strategic'a:gg-
nizations, Research aon how effective strategic organizatisns mana-
ge growth, espacially their learning strategies, and how they dis-
engage from a sector once their missions are accomplished, should be

rather QSQFul.

Instifutinn building in strategic organizations

institution building is the gradual trénsrarmétisn of the Formai org
nization with its mundans concerns into a distinctive, uell—accaﬁtéd
sociwl institution that stands for soms core values.§3 _. cdrﬂaratia
for e#ample, becomas an institutian when beyond its customary profit
_ ar'grsuth gaals, it inﬁernaiiZes values like being a path breaker,
or dedication to national priorities, or the growth af_its human
resources, Or trusteeship, etc., Thess valuel are held not jUét
by the top management; tﬁey are shared by the rank-and=-Ffile, aﬁdﬂcon
cretely express themselves in ths organization's policies and inter-
nal as well as external transactions, Criteria for assessing the
effectiveness of institution building may be divarse; some that have
besn suggested are capability deuelupment,.innauatiﬁe fhrust, and
domain penetratian.64 A number of pracasséé énd chaipes that édntrl
bute to institution building have been identified. These imclude
birth processes such as idea origination and nurturance, and choice
of institutional form; deualapmental,pracesses, such as culturé'

creation through initial fepruitment, decision-making, leadership,



Structurlng, boundary mapagamant, atc., reneual processes BRicdmpa-
ssing IEadershlp changas, m13513n redeflnltlan, etc.; and institu-
tisnaliSatian processes such as Televance building and environmental

impact.65

iInétitutian building_is ogf obvious importance to thé\developing’world,
Far FDrmal, strategic organizations are the instrumsnts of the deve-
lop;ng usrld not only for achleUlng spaclflc deuelUpmental missians
but alsc for charging tradltlnnal and canservat1ve SDEletleS ulth ths
new values of innovation and science-based deerHIZatan, democratic
functioning, primacy of hyman grouth, prufassianalism, and the growth

and developme nt of under-developed client systems.

Vis—a-vis institutipn building, strategic Drganizatiané in é develop-
ing society afe at an advantage; for, compared 3 arrun;oF-the-mill
corporation or a gauernmeﬁt bureau, they start with transfarmatianal
missions. Tha iﬁitial cﬁaices, howsver, are impartant; ir pérssns
with bursaucratic or pﬁlitical orisntaticn afe put in chargs oF the
Fladgqliné strataegic srganization, the chances are that the ufganiza-
tisn“Qill get 'set' as a buresaucracy or as a "@poils gystem“, If,
haueuér, ﬁersané uith é’éense of missian, a team building,ppgrticipé-
tiuafdecisibﬁbmaking orientation, and strang'netuurkiﬁg caﬁabilities
7are put in changé, it ié likely that they will recruit like-minded

66

persons, and 1nst1tutlnn building values will get set. More often

than not, the resource dependency of the strategxc urganlzatlon on
the guvernmant takas 1§s toll, and the strategic organization degene-

rates into a sick ‘organization, heavily bureaucratised and politica-

lised. Thus, the strategie drganiiétian may have tuo sharply differing
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alternative life cycles:67 an orgsnic youth with a bureaucratic

or political head, goal displacement,®® the institutionalisation of
bureaucratic values or the values of ths "spoils system", .decay and
degeneration into siﬁknass; versus, an organic youth with a dedica-
ted, participative professionzl as head, capability development,
team building, gﬁal glaburaticn, innovative thrust, and market or

doman penetration and impact.

Research on alternative institution building life cycles should pro=-
vide many insights into eFFectiUe transformation  of blusprints and

bureaucracies into living bridges to human grouth,

T

Innovation and_change in strateqic organizations

Large and bureaucratic though the strategic organization may. often
~ _ . : :
be, its business is innovation and change culminating in socio-eco-
nomic deﬁelopment. is qsrcaptiVe observers of bureaucratic argani-
zations have noted, their bureaucratisation impedes intfaductian of_
innovations; but once ths initial resistance is overcome, the pre-

-

ssure for standardisatiun can expedite oarganization-uwide adoption

af the innovation or change.69

The trick, therefore, is to create

a precedent. Thus, attempts to create innavatiuerpracedents in
marginal parts of ths bureaucratised strategic organizatian or in it%
marginal activities should facilitatse the diffusion of the innovation
in the rest af:the organization, Decentralization and local actisﬁ
research should, therefore, bs useFul.?u The organizational leader~-
ship may play a critical role; whether it is entreprencsurial and de-
velopment oriented or conservative and bureaucratic should make =

very large difference to the strategic organization's innovativeness

PreferenCB_fDr novel outputs, creativity, experimentation, dynamic
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young managers, and simultaneously for aiscipline and efficiency
may be the strategic policy choices needed to genarate a powerful
inn6VatiaH impulse in the-arganiZatisn.72 A relatively flat stru-
cture, the creation of small work groups, and a reasonably effective
formal as uell.as informal information, control, and planning system
may be the structural devices necessary for innovations to taks
place.?s Lertain mechanisms can speed up organizational learning in
new uentutes, such as pilot projects and phased expansions, parallel

efforts and "shoot auts“.Ta

Like other large, bursaucratic organi-
zations, strategic organizations tend to accumulate once usefui,
currently obsolete practicas,_pnlicies, and structures. A majﬁr
opportunity for innovation méy be for management to askrperiadically
the qguestion: | f the organization wers to start all Dﬁe£ égain)
which of its products, technologies, goals, strategies, policies,
strubtﬁrés,.and practices that it now has would it acquire:ﬂs Such

a guestion OpENS UP Uast.ﬁppartunities for spring cleaning, and for
replacing the Dbsnlnte with the currently and futuristically useful.
xPerludlc 1nFDrmal meetlngs betueen the top level managers and junior,
yuunger ‘managars may be productive. nt thase, ths latter may be
enCauraged to Shara their aspirations and ideas for the organization,
and the. tDp lBVel manfagers may prov1de briefing on the organization's
missions, goals, opportunities, threats, and constraints,., Such
meetings would help institutionalise a culturé of innovation., The
diffusion of innovations within a strategic organization (or a group
of simi;ar strateqgic arganiZatians) can be expe&ited if details of
innovations, both successes and Fallures, are quickly circulated

throughout the organization (or group of organizations), 0
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There may be much potential for innUVatians at middle management
levels in strategic srganizations because these levels gré commonly
staffed by relatively young technacrafs_and professional managers
faring for changes But the adoption of innGVatioBs at lower rungs
may be a difficult process in strategic organizations bedauée it
requires considerable coalition building actiuityrthét cuts across
~functional and role spacialization barriers. Innovation agentry
may reqdire a variety of skills ralatively scarce even in professio-
nal managers : ability to diagnoss innovatian opportunities; generat
creative

/ and relevant ideas; market ideas to colleaguss and superiors;‘
understand and manage the politics of innovation; build 2 team For

‘implemanting tha lnnJvatlan, etc.77

Some important research areas vis-a-vis 1nnsuét1an and change in
strateglc organizations are how centralizatiunm and decentrallzatlun
‘affect the adoption of what klnds of imnovations, the role of top
management ideolagy, spiing cleaning as a spur to innavation, verti-
cal two-yay cammunlcatlans and innovation, strateglc psllcy choices:

and innovation, and effective change agentry at mlddle management

levels,

Revitalization of sick strateqic organizations

Organizationzl sickness may have become a global phenomenon. Orga-
nizations, sven in the developed West, despite easy access to high
quality technscrats and managerial personnel, fall victims to too
fast a change, tos much complexity, too much competition, or toa

78 |

many restrictions, Sickness sgems to be rampant in the developing

world., In India alone nearly 10000U manufacturing units (mostly
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small-scale units) are sick; a significant percentage of its ﬁdbiic
enterprises remain loss making; and sickness in its largs, quasi-
_governmental institutions and governmental departments seems rampant.
Fortunately, turnaround rescarch, buth in the West and in the Third
World, especially in India, has led to the iden£ificati9n of useful

models of effective turnaround manegement.BU

Because of large size, complex, unfamiliar, long-term missions, and
a strong interface with the government, strategic organizations . are
quite prone to organizational sickness, manifesting as low morale,
in-fighting, 2 poor public image, sacrifice of quality for the sake
of targetry, and mission failurs. Givan tﬁe of ten fuzzy goals of
strategic ovrganizatisns, the recognition of sickness itself may take
a long time.®' 1If a spoils system has got installed, the benefi-
‘ciaries in the political system znd in the organizatiosn may resist
gcurative agtions, Therefors, wven if there is recognition of sick-
ness, an effective consensus to do anything may take long to emerge.
These delays may, Of course, aggray®te sickness. It may not be easy
to find the Tight person ts revive a sick strategic arganiéation,
partiy because of the high risk of failure, but partly also because
the kind of ménagerlneaded'tn revitalize a sick crganization may be
very different from the run-of-the-mill prafessional hanégér.az The
.turnaruund manager needs to be saimething of an entreprensur who can
quickly ses, and seize, opportunitises in a murky situation, something
of 2 missionary who can mabilize z demoralissed wark force For the
heroic eFFnrﬁs reqiired for turnaround; something of a team builder
who, through participative decision making, can put together a team
of dedicated managars for oaperating the turnarnundj samething of an

" expert negotiator who ean negutiatéfcancassians and support from the
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organization's various stakehalders for speecing turnaround; some-
thing of a profegssionzl manager who can plugltha biggest loopholes
in the bperating manggement systems; somathing of a créatiue learner
who comes into an unfamiliar organizational system, lsarns the
ropes fast, and.puts together a custom=tailored turnaround strategy;
and something of an institutionm builder who gives a great deal of
importance to the valuss he or she prizes, and disseminatss them
by setting a personal example. 4 right sort of taop management.team,
instead of an individual, may find it easier to turnaround‘a sick
strategic organiZatiany83 It may make sense for developing coun-

tries to raise a cadre of turnaround managers.,

A number of research guestions come to mind, UWhy is it that a.
disprgportionately large number of strategic organizatiosns do not
seem to have an intarnal capability to prevent sickness or cure
themselves and must patpetically wait for osutsideps to set them:

4 What could be the sizing up strategies of strangers who

right?®
come in as rescuers? What initizl actiaons of rescuers could

- unfreeze a'sick organization; what actions would ensure a direct=-
isn change; and what actions could consolidate a turnarsund? Houw

can a society provide its strategic organizations with the right

kinds of turnaround managers?

Concluding Comments

0B for social develabment is an exciting and over due paradigm shift
from 5rganizatiahal narciasism,_The.primary instrumantality of fhis
paradigm shift is research focus on the strategic organizations of
the developing world, BSpaciélly on motivation and control, coordi-

nation, boundary spamning, innovation and change, growth management,



institution building, and sickneés and revitalization., Such a
paradigm shift would not only make UB immeasurably more rslevant to
over two~thirds of the globe's population, it shauldrbring in its.
train exciting new concepts, appraaches, data, and technigues that

may revolutionise OB,

Fortunately, the opportunities Far'studying strategic organizations
in Third World countries may be sizeable. The strategic srganization
tends to be rife with "people* problems thanks to its daunting e
missions, bureaucratic structure, kinship orientsd staff, and conser-
vative clientels. Both the control environment anﬁ the strategic
srganiZatian's.management should generally be keen to get uhatever

help they can from the social scientist in order to tame the beast.

Besides this, the strategic organization in a developing society is
pefpetually trying out something or the other., One year it is
diversification; another year it is compdterisatian; a third year

it 13 structural reusrganization; a fourth ye sar it is MBO, or quality
c1rcle,' sr TegQroup, or stress manageman}, or creativity training,
af‘DD, or uhatever else. ~The psint is that strategic organizations
of developing societies offer exceptionally rich sitss for natural
experimgnt typs research._ all that the 0B reéearcher has to do is
to contact the strategic organization intendingktu d2 an experiment
and negutiate "before®™ and ®.fter" measurements of structure, stre-
tegy, styley; culture, leadership, values, or Qhateuer else the 08
researcher Fahcies.'.ﬂn extensive natural ‘experiment based resgarch
-strategy should prav1de 1nVaIUqble causal grisy for 0B coneceptualising
and technologising, Table 3 summarises some significant 0B research

issues pertaining to the strategic organizations of the Third World.
(Table 3 about here).
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TABLE 1

ILLUSTRATIVE OB TOOLS FOR USE IN _STRATEGIC ORGANIZATIONS

Diagnostic tools: action research, survey-feedback, search

conference.

Individual level tools: Leadership and supervisory training,
achievement motivation training, creatiuity training, stress.
management training, entrepreneurship tfaining, change agen-

tr?hffaining, jﬁb en;icﬁmént and task désign;

Group sffectiveness tnulg:'Participative decision making,.
team building; process consultation, confrontation mestin.

consciantisation,

L 4
- Structure-related tools: Role clarification, decentraliza-
~tiem, -differentiation .and integration, design of organiza-

- tional. ‘chart.

System tools: Management by pbjectives system, human resource

daevelopment system,
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TABLE 2
SOME_EXAMPLES OF INDIAN-STRATEGTC ORGANIZATLONS

Government

Planning Commission; the cabinet; the various ministries, especially

the development - oriented parts of these ministries,

Financial Institutions

The apex Financial institutions, especially IDBI,_IFCI ICICI, LIic,
Unit Trust; the nationalized banks, particularly th91r marchant

banking divisions,

Manufacturing

Publlc enterprlses set up to produce maans of further'prdeCtiDn or
to pioneer new products ‘and tachnolugles-‘privaté enterpriées ppera-
ting in the "core" sector of the gconomy or in "sunrlse" 1ndustr195'

research and tralnlng 1nst1tut10ns set up..for 1ndustrles (e.g. ATIRR,

CMERI)

Services

Key educational institutions like the IITs, IIMs, and ressearch orien-
ted post-graduate university departments; key health institutions,
especially the research oriented ones; development-oriented voluntary

organizations and cooperative SDcletlES.



TAELE 3

P

SOUME" OB ISSUES AND_ RESE ARCH_OPPORTUNITIES VIS~A-UIS

STRATEGIC ORGANIZATIDNS

OB _Issugs in Strategic
5iqanizations ‘

l'e Motivation and control
in strategic organiza-
tions

2. Cbnrdinafion, conflict

resolution, and inter~ .

personal collaboration
in strategic organiza-
tions

Significant Opportunitigs for

Further DB Research

1.

3.

Capacity to offer extrinsic and in-
trinsic motivators, particularly
challenging, socially relevant jobs

Research on such other pswerful and
durable motivators as work dedication
and conscientiousness, extension mo-
tivation, patriotism, pioneering-
innovative motivation

Research on inspiring, charismatic,
missionary type of leadership found
more commonly in military orgqaniza-
tions in war time and among political
leaders of revolutionary movements

Predisposition to use bureaucratic
forms of performance control (hisrar-
chy, budgets, rules)., Potential for
using self, pesr group, and ideologi-
cal forms of control. '

‘Effect on .coordination and collabora- -

" tion of functional and role speciali-

3

zation, "fair%,qualifications basad,
non-nepotistic hiring practices, "ge-
neration gap", stc. '

Potential' for improving coordination
and gollaboration through greater
emphasis on missionary motivation of
selected personnel, indoctrination of
staff into organizational mission,
institution and taeam building proce-
sses :

Nesed to research the right mix of
bureaucratic, behavioural, and cultue
re - specific coordination, conflict
resolution, and collaboration induc-
ing mechanisms -



v Boundary management
in strategic organi-
Zations

. Grouwth management in .

strategic organizations

. Institution building
in strategic organi-
zations C :

Control anvironment's management
of interface with strategic orga-
nization

Strategic organization's managemsnt .

of interface with control environment,

especially netuprking within the
control environment for support to
the organizatiom

Client development by human services

oriented strategic urganizétiqnsA  ;.

Technology acquisition management by
"high tech" strategic organizations

pNetQkaihg with other organizations |

for mission accomplishment.

' Rapid orgahizational learning stra-

tegies: for growth in unfamiliar areas
(pilot projects, single goals, phas-
ing, starting small, starting small
in the most difficult part of the

- domain)

Drganizational‘strategies for with=-
drawing from domains in which develo-
pmental missions are completed

. Establishment of criteria of success

for mission accomplishment

Negotiation of support‘Frcm control
envirenmen®¥ for growth goals and

~initiatives

Ihplicatibhé'of'g;buth‘an organiza-~

”tianal'structure,“Stgffimntiuaticn,

coordination, etc,

'Leadership needed at operating levels
to manage’ growth,

- The long-term sffocts of initial

policy, structure, and other choices
for institution building

Socialization processes for institu-
tion building

- Leadership sﬁyls for institution

building

How strategic_organizations can capi=-
talize on their inherent external
legitimacy ‘



S« How core values get introduced and
institutionalised in the strategic‘
organization ' '

6. How institutionalised core valuss
affect the strategy, structure, per-
formance pattern etc., of the stra-
tegic organization, :

7. nlternative institution building
life cycles of strategic organiza-

tions,
6. Innovation and change 1. Tha role of pracedaents in the diffu-
in strategic organiza- sion of innovations within strategic
tions organizations, Facilitators of pre-

cedent creation.

2. Creation of a culture of innovation in
the face of bureaucratic structure.
The role of top management lsadership,
strategic choices

3. Organizational structure and control
systems that are congruent with inno-
vationist emphasis

4. Innovation spurring practices-perio-
die junking of obsolete practices,
periodic informal mestings betwesn
top level and junior managers, circu-
lation of diagnoses of organization
Successes as well as failures within
the organization, stc,

5, Innovation change agentry within the
strategic organization at operating
levels, .

7. Revitalization of sick 1. Proneness of the strategic organiza-
strategic organizations tion to fall sick (becauss of large
size, buresaucratisation dus to exter=-
nal dependency, etc.)

2. Internal and external recognition of
the sickness of the strategic organie ..
Zation and the development of indica=
tors of organizational sickness

3. Traits and abilities of effective
turnaround managers/teams

4, Initial actions for "QnFreeZing” a
Paralysed strategic organization

5, Actions for initiating a change of
direction

6. Actions for consolidating a revita-
lization .-

7+ Mechanisms for preventing recurrence
of sickness,



