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Values, Design And Development Of

Strategic Drganizations

Introduction

Drganization theorists have over the last two decades focussed on
development of corporate structures, levels of management, co-~
ordination, control and ccllaboration, leadership, motivation end
effectiveness, management of innovation, changs and many other
behaviocural aspects o;aeréting in Indian organizations, I-bwuer,."
concern with stratEQi;c organization, values and social development
have lagged behind. UWhat is a strategic.organizatinn? What
values does it hold and do the values of strategic organization

have any relsvance to values of social de velopment?

Social Development

. Tr;is paper sxplores the conmotations of concepts of social develop=—
ment, organizations and values in the current Indian Society.

Social development on the Indian sceme is a much abused mncept.1

It has s0 many meanings that no coherent action seems to emerge.

Any action choiog is like a merry go round unending =nd the context
remains immobile and frozen, No amount of efforts brings to visible
actualization of concrete socinl development, The Indian écenario
suggests that there are some concrete meanings associated with
social development, It suggeats social, technical and scoromic

develapment reflected in improved standards of living, changes in



the guality of life, increase in the number of facilitieg avail able
and availability of products in the market. The popular concept
of social development is then rooted in contents and products
visible and measurable which have becn added to the life space of

individuals through planned action,

Consequently, snpial ‘development has been and has remained as the
task of agencies, These agencies are either solely govermmental,
semi-govermental or goverment supported voluntary agoncies, Theso
agoencies tﬁen take upon themsclves to defire the nature of what is
social developmont. They assume that what exists has mot been
development and then have models of what they idantify as deve—
lopment and deaigh action choices to implement the chosen dosign,
This pocoess brings into action the traditional mechanical model

of social development - Rehe input-output™ model. This model

has many limitations,

First of all the model rarely oxplorocs the context or the social
sector in which it is to be irﬁplementcd. As sugh, it rarely be-
comos an integral part of the social system in which it is impless
monted or introdueccd. The social developmental objectives are
perceived as the meeds of the govermment, and hence the initiation,
effort, operationalisation and mobilisation of resources lie

with the agencics, Thi_a process scts the stage of deopondoncy,
lack of involvement. and necd for resources boing provided for by

an oxterngl forece, As soon as the timo framo of tho agoncics is



3

over, the resources utilised and the external agents of change

withdrawn from the scene the pragrammes geared to social develop
ment fade out from the community. As a result ome of the meanin
of social development is that no social development takes place.
The processes of social development do not et institutionalised
in the mmmuﬁity. In fact the evidence on the Indian scenario

suggests that social dewelopment is sustained by continuwous pre-

sence and occassionally by coersions af the agancies,

The second stream of meaning 'the product centered concapt! of
social development anchored in the socio-ecoromic and techrg=-
ecoromic is the most popular in the third werld countries, This
focus also has already identified and detemired the goals,
direction and the inputs whers the development has to be reached,
This is identified by an existing model either operative or axig-
ting in the west, As such, ready made input-output models are
introduced with quite disheartening results., The disheartening
consequences are then evaluated anpd assessed in a comparative
frame with negatiwe judgements. Such a pheromeron oceurs as the
planners have ignored the context in which the model is introduced

but also the process conmotations of the social development,

The process conmotationg of social development which the planners
igmore are the mobilisation of internal resources of individualg
and community for self directed goals, to invoke their initiative

to engage in developmental tasks through sneray and effort, and



to design interventions which are relevant and congruant to the
individual and community living space. This concept of procosa
conrotations of social development does not minimise or igroxe

the emphasis on tangible results, The emphasis is on building and
creating a visible context for action. The process conmrotations
of gocial developiment is concernmed with creating a climate and a
gynergy in the community and cenerating commitment in individuals

te engage with themselves for development,

Crggnizations

The Indian scenari¢ reflects unprecedented growth of orga;xizatinrn
in India. They range from small, medium, large to mammoth and
from one product one location to multi-product multiplie locetion
corporations. R f‘ufther look into these organizations suggest
that most organizations are largely structures desioned to ocontral
and coordinate & set of people and their activitiss in order to
achieve desired results through use of systems, rules and regu-
lationg, .In effect these are not organizations. Thesse are struo-
tures hald tuge'ther by leadors with charisma and personal profile
who goad, cajole, tempt, reward and punish aﬁd hold them together
to keep them engaged in productive efforts. The management style§
of these leadsrship may be based on philo#o;:hy, personel values,
mottos and credos, However, in their transactions with people they
largely focus on social processes of toordination and control. In
task proossses they bemocan the lack of motivation and invelvsment

of people in the working of an organization,



A fully functioning organization involves two modalities — the
ingtitutional and the structural. The institutional modality
represents the coherence of philosophy, mission, aim, direction
ahd energy, The struct\;lral modality repregents the wngruence
of concept of business, strateqy, objectives, goals, targets,
roles, tasks and finally performance and evaluatian, Both these
modalities require st._npportiue systems. The structural modality
requires management systems, administrative procedurss and rules
and regulatiors.s The irstitutional modality requires sentiant
systems to sustain the process of meaning maki.ng, role taking,
choice making and defining quelity of relatedness of the indi-
vidual with the community, The wholesome organization can

then be repressnted as,

Figure 1

Ti del of Organization ie
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The Quadrant 1 is the loéus of energy and mobilisation, madraqt 3
represents the processes of integration of logics of sentient and
the task, GQuadrant 2 mprésants appraisal of realities and poten=
tials for redefinition of goals and Quadrant 4 represents the
processes of control and mordination of the ongoing tagks., Our
experience in India znd generally in the third world suggests

that the concept of organizations as it has evolwed has shrunk

only to Quadrant 4,

‘The sustairence and survival of the organigstion rests in all the
- four quadrants being active. In the absence of such a pheromsron
the 1eader§hip of the organization colludes with the existing
processas to take over and manage the three other quadrants,

Most organizations then become dependent on the guality and person
of the leadership. | The membership of the organization then takes
the role of employees who then negd to be monitored, wntrolled,

rewarded or punigshed,

S cigl Developmental Objectives

The third world countries in gemeral and India in specific the
strategic organizations focusing on specific sectors for growth
are created by govermment, For example the govermment of India
has set up in the last 30 years, over 200 public enterprises,
Moat of these could be regarded as strategic organizations.2
These account for roughly half of the nations total industrial
preduction, and a higher percentage of goods and services consie

dered bagic to repid industrialization. The pattern of equating



social development with creation of products and equating orga--
nizations with structures of work has led Indian Society into a
peculiar state of being a body without baing alive. The fun~
ctioning of such organizaticns are seeped into pureaus>atic pro=-
cesses. The purpose of setting up fhese organizations have a
critical rationale and the structures are logical. However, the

actions emerging are mechanical and without convictions.

"The planners of social developmental objectives have very little

“ realistic appfaisal of the social and living processes of the
community, The planners design and impose programmes of deve-
lopment., HRessources are promised and shown to allure the community
and then individuals are pushed around to respond to the deve-

lopmental tasks set up by the agencies.

In an attempt to identify why social developmental institutions,
its tasks and objectives get started and soon be come invisible in
the dreary wastsland led us to explore the broad canvass of the

Indian scenario.

Some of the broad slements of this canvass are,

A. The significant people of the society concernsd with the
planning of development in indian society have been educated

in Western theories and models. Their collective perspective on
development and progress reflected in their choice of technology

and techniques, logic and metaphor of planning, statemsnt af



objectives and tasks, definitions of goals of society and per—
ccpticn of resources are all squarely anchered into the cognitive
maps of the Western society, Their mwnstructs of organization
and management are similarly borrowed from the West. Even the
legiglation for developmental associations, agencies, their
structurcs and rules and regulations are borrowed from the Western
legal frame work, Conseguently, the planrers haué been trained
in an analytical mode which leads them to identify only those
 problems and their formulation for which they already have
solutions from the precedence and practices of.the Uegtern
societies. The planmers as such, anchor development in problem

sclution centered approachs

B. Howeﬁer, the same significant people during their early

periocds of socialisation have incipiently developed emotive maps

of reality which are grounded in Indian ethos, These emotive maps
hold the primary maanings, commitments, quality of relatedress and
the energy available for cathacting. These emotive maps ars neither
congruent nor convergent with the cognitive maps acquired from the
Western ethos, which, in turn, hold the new aspirations and visions
of ths world to be. As such, the significant people then hold
fragmented identity and wrestlo with a double bind betuween the

emotive and cognitive ethos,

Similarly, in the cross culture transfer of organization medels
the planners of organizations as well as legislation have remained

blind to culture syntonic institutional modalities of Western



organizations. In their meal they have only borrowed thé
structural modality and regulative systems. This kind of
trunicated adoption brought to development the structure and
logic of tasks. They igrored and disregarded the logic of
sentience. The logic «f ssntience fostered by Indian emotive
maps of reality did not find a match with the logic of the
task and structural modality from the West. This process
however has remained operative in organizations and often is

the major source of dysfunctional behavicur in pecple.

Our work with a veriety of organizations ranging from Highe=Tech
tc consumer cooporativesy from Church to clubs suggests that
the tug of uaf betwesn the task logic and sentient logic has
created a massive confusion of roles and structure interface

in org;niZationa. Most organizations display large dysfun—
ctionalities in maregement processes, They continue to produce
results by the pull of sentisnt response and pull of the tasks
and the leadership is then experienced by people as being
authoritative using authoritatarian procssses. Most orga-
nizations as such then get gowwrned and managed by crisis,

anxiety, and fear; or through guilt, control and dependency.



Models of Change
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Below, we presant a matrix which depicts modelg and Levels of

Change$
Figure 2
Models and Levels of Change in Strategic Development
tevel of Change
Individual l Groanization Gountry
i .
i
I
!
Universal
Cultursl
Unique

Developmental planners emphasize universal models and modalities
of strategies for change. They focus on behavioural change of
jindividuals, structural and management process change in orga—
nizatione, and emnﬁmic and technological growth of a muntry.

The planrers then identify culture as the inhibiting factor to
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the growth and deuelopment'of individUals, organizationg and
nations. The positive and unigue gualities of individuals, oTga=
nizations and nations get relegated as either imsufficient or in-
ad?quate more so when they are put in montext of tho Wkstern or
technologically advanced nations. Very little attempts gets mace
to dosign strategie organizations basod on cultural strengths

and growtﬁ oriented dimension of modern tasks, and strategic orga=-
nizations of a country., For any strategic design to take roots
cultural oontext and processes need to be considered so as to
integrate individuals and organizations with new directions and

to mobilise them to make new action choicos.
VALUES

Every society is a complex network of beliefs, definitions of
situations; and assumptions of values. Those are anchored in
the nature of interfzce between the society, organizations and
individuals. In various culturs the value—centered strategic
approach treats the organization as a network of beliefs, some
idcal, some normative and some historic. Socicty in its prooess
of primary socialization provides its members to internalise and
introjoct three levels cf values.

1o Nommative

2. Pheromenological, and

3. Existential



12.

ae The Nomative Values

.These Valueg ade in terms of "dos and don'is™ and “shoulds and
shouldn'ts", These are stated in specific action terms, In
Indian torminology, they are called *Mulya®, Thesa are the
normative values utilized in the process of socialization of a
child in the Femily or an employec in the organization. Essen-
tially they are for role taking and behavioural stance. Nor-
mative Value concorns itself with structural imputs. It

looks at tasks, roles, structures and dosign programs to make
poople aware of what role they hold and how they should be play-

ing them to achiave the ruole targets,

b. The Pheromanological Values

They define the quality of rolatodness in transactions and detor-
mire the universe of altornative choices for tgking stance in
transactions. They also provide certain basic orientations ta
and perspectives on the prucﬁés of living in a society, E£ssen
tially, phenomenological values may provide some of the basic
codes of interpersonal transsctions and commitments for tho
indiuidual. In Indian toominology, they are called “Pratigya
or Urst", Indian ethos states seven cardinal Vrats and many
besic orientations. Vrats and Pratigyas are stated in terms of
"oughts" and mot in terms cf "mugts", Sacrifice, humility,
unilinmear commitment to duty are some of the Pratigyas. Sathya,
Ahimsha, Aasteya and Aparigrah are some of the Vrats in

the Indian athos,
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Organizaticnally, pheromenological values assume a network of
interacting and interdopendent roles, It aleo assumesg that the
feelings of the rolgholders in interaction with each other get
acted upon while managing the inevitable constraintg dictatod
by the structure and developmental policy of the organization,
The very concept of role differentiation and interdependence

of roles for completion of organization gererates these procosses.

ce JIhe Existential Values

In Indian terminology they are called "Aasthae“.. This level
defirmes the basic purposs of life, They are the foundations
of philosophy, meaning and direction, They define the world
view, the primary wore cof identity and the boundaries within

which the 1lifs gpace is supposed to unfold,

All the three levels of valueg have a cohersnce and convergence

in the basic assumptions of the nature of man, nature of group

and the mature of their relationship as defimed through existontial
values, These three lewls of values were anchored in distinctly
different state of assumption about tho nature of man, nature

of group and the nature of their relaticnship onece upon a time,
Today they simultaneougly operate in scciety which is confronted
by diversity and heterogenity and held under sway of culture of
tramsience., As such, the individual is caught in serious value

conflicts, The cognitive map of the desired reality is anchorsd
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in comparativism and the logic of the tasks, This pushes him to
act from velues which are not coherent with his logic of sshtience—
governing anchored in his emcﬁi\tﬁ maps. His smotive maps push him
to act for sentience., Very often this conflict loaves him immobile.
Rt other times, when he chooses to act in the logic of the task he
experiencew stress and énxiaty. At still other times, he chooses
to act in the logic of the task but finally ends up diluting his

choicos,

A clagsical example of this ig very often available from the mul-
titude of'anquiries in burcaucratic systems. An individual is
suspended for his mistakese Enguiries are held, Respongibility
and accountability is established, A punishment is identified,
But, sventually, a post-script follows which says, "but for human
consideration and the whole punishment is, then diluted to almost
an ineffectual action. This undemmines the diséiplim as woll

as identification and involvement of individuals with the. task
systems, Thug individuals and organizations in the Indian society
gets confronted by the double binds of the two ethos. ‘Thesa
double bind creates fragnented identity. Similarly tho two ethos
of gsocial and task systems embedded in the mntext of socige
ecoromic, and taechnical development create a flux and culture of

transience in Indian Society,
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The Culture of Transience ig that societal condition where indivi-
duals and groups arc talled upon to Tespond simultzneously to two
distinct ethoe which arc exclusive in their basic assumptions of
man, group and thoir relationship. fhe meanings, the choices and
the roles that are promoted by the two ethos arc neither congrue nt
nar convergent with cach other, The world views premoted by these
two cthos do not cohere. The cmotive meps hold tcgether the
commitments, meanings; guality of relatedness anc the available
'anergy for cathazcting to the world. The cognitive maps of reality
" come to hold aspirations, the vision of the world to be and tasks
as defined by reason, The lack of convergoence betuween the two
makes it difficult for individuals toc deploy their onergy,

meaning and commitment to developmental tasks.

Governed by the dynamics of the Culture of Transience gpproach
to social devclopment gets anchored in comparative framsworks
from the West. This compegrqtiwe framework then projects and
appraises Indian Society with massiue lacunas, insufficionciecs,
inadcquacies and backwardnesses in all sectors of living. As
such, goals of development then get stated in concrete targets
for achievement which compare favourably with Western societies.
In order to implement such a model of development, the planners
have put their entire thrust in the techno-e¢conomic, techno-
scientific and ecomo-political coordinates. They have put
aside the psyecho-cultural and psycho-philosophical mordinates

of Indian meality. As such, their efforts to implement deve-
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lopmental plans do‘ mt activate the emotive maps and henca deeper
immlvement of people. Cultural symergy does not trigger the
developmental plans get initiated and survive due to immense
backing of matexrial rescurces and setrength and power of controls
that are held by the leadership. The whole scociety is trained to
become dependent perhaps in a parasitical way, on the resources

from outside to sustain the momentum of dewelopment.

To cive an cxemple,

Social Structure - Development Interface  For 25 years many

govaerment agencles tried to get the link rvads built through
Shramdan in a district of lWpst Uttar Predashs. MNothing really
happened except sporadic mobilisation and dumping of earth on
a marked line, The ¢ coromic rationale provided by the planrers
for the meed of these rmoads by people made Mo semse. It had ro
value and meaning in thair.perspcctiue and space of life, It
was cnly after 25 years when a loccal young man picked up the
cause of link roads and provided the rationale, His raticnale
was that young mon and women in these ecammiéally throbbed
villages are finding it difficult to get good gquality of edu-
cation in the village based schools, The young man and women
ended up migrating from the villages. Thair migraticn to town
or city schools in later stages provided them with an improvement
in the base and quality cof education which was denied to rthern
in the rural setting., His argument uas that link roads would
make it easy for the pecple to cycle or walk to urban schools

of educeticn and receive from the beginning good quality of



Models of Change

17

education. To this rationale the villagers responded. Because,
they have come to velue education and its equation, meaning of
eco.nornic independence and dovelopment of family status. They
created their own task structures to complete the building of

ths road and to create a base of many a link road in their area.

A1l this suggests that any design for strategic organizations has
to consideor not onlsf the e@tiue and cognitive maps held by indi-
viduals, but also the sucial context as well as the culture which
has existod for centuries. Similarly, a whole sst of values are
anchored in the social code of conduct and modes of meeting 1ife
situstions. In an attempt to take giant strides in the name of

growth and development and rot taking account of the socio=-cultural
core Indian society has geared itself for repeatsd failures or

partial succosses.

Figure 3
Modelg of Change and Valusg in Strateagic Orggnizationg

STRATEGIC ORGANIZATION

Normative Phernomenological [ Existential
Valuaes Values i Values

Unive rsall

Cultural

Uniqgue ‘ !




Planfers of Developmental tasks as such need to explore those cultural
aspects which are reality oriented to the three levels of values of
the society. The universal values have to be understoad in tha

human context with the mediating values of the culture, The

cul tural values arc then internalized through the process of

sacializations

A vigible design for s.trategic organizations has to wrestle with
-both the culture of transience and the confused interplay of values.
Dotailed discusaiors of what the culturs of transience creoates

at different levels of behaviour in Indian society hawe bsen docu-
meni:.ad.4 Indian society has lost sense of cogency in .choioas

and direction, sense of consistency in pursuing guals, feelings

of continuity in belonging, gquality of representiveness in the
community and the commitment of replanishing the system by the

. i{ndividual., It has left Indian society in disarray and diffuaion,
it has led to multiplication of differences and fragmentations
which are bemming ummanageable. The push end pull of these
differences is not letting society dewvelop priorities. Even when
the priorities are fixed the push and pulls of fragmented comme=
Unities make it difficult to retain boundories of priority, 3
pediency is very often the mode of decision-making, Pseuds coms
promise rath_e.r than fimmness of vision is the most prevalent

behaviour,

In the midst of disruption of the identity of society by the

culture of transience one must emphasize‘and recognigs tho groat
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techmo=economic development that Indié has achioved, Uk belisve
that there are few countries, not only in the third world, but
gven in the deuel\bpéd countries which can match this performanes
against so many odds, However, this realisation does ﬁot free us
from cur search for coherent designs which can resclve sccocistal
state of culture of transience., Strategic organizations in the
traditiocn of India create an assimilation of divergenos into a
bigger whole which can then inspire a synergetic unfelding of the
indian society. This unfolding, on the ore hand, has to be an—
chored in the oontinuity of significant and relevant aspect of

~ Indian ethos, and, on the other hand, be linked with selective
modalities Gf a universal culture which the new techmology is
starting to create in the wrld, No scciety uprooted from its
basic ethos can survive with dignity and integrity. Such socie-
ties can only break up and bémme dependent aon forces outside

its control,

Our work has, as such, been directed to search for pargneters

to design organizations -~ organizations which can take hold of
the competing ethos and mould them to awnverge for synergy and
development. In our effort, we have come to identify tws clear

goals for designing organizations,

1« Organizations have to be so designed as nmot to become orly
the structures of work controlled and coordinated by powsr, It
is mecessary that in designing of organizations institutions of
sentience are simultareously designed and specified, The authority

of these ingtitutions of sentient have to be digtributivwe and
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not located in the top heirarchy.

2, Performance of an organization has to be evaluated rot only
by the products and results but by the evaluation of its
investmert in building contexts and replanishment of the sociatal

base,

Our attempts to visualise design forms that will meet the abowe
tw conditions and munter;act the culture of transience confronted
us to idéntif‘y and understand the parametric derivatives for
q;.-génizatiors f‘z_'om‘the pheromenological valuss of tiaditional

Indian ethos and the adopted Western ethos,

We summarise them in a tabulasr form helnm

Bhenomenological Parameters defined Phe nomerological Parameters adopte

by Traditiongl Ethgs from Western Ethos

1. Distribution of resourms, 1. Digtribution of income.

2, Crasation of distinct life 2, Creation of a common life
space for work groups. space for all work groups,

3, Distributive authority and 3« Centralised authority and
collective functio ning. decentralised functioning,

4, location of social authority 4, Location of social authority
with resourece gererators and with resocurce ontrollers
sentient symbcls. ahd task symbola,

5. Negotiative lateral processcs 5. Legislative processes for
used for community link, lateral linkages,.

6. Socistal efforts directsd for 6. Societal efforts directad
simultaneous well being of to athieve overall well
individual and community. being of the socisty and

then planning deliwery
systems to provids benefits
to the individual,
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At ome lewl it is cbvious that these two sets of value parameters
belong to two distinct universes. It is alsc clear that the two
sets of value parameters canmot bo integrated in their totality,
Somo kind of priority and selectivity to create a convergence has
to be established, It is hero that we ran intoc very gerious pro-
 blems. UWe found it very difficult to sclect the thrust for dosign-
ing organizations which drow upcn the primery processes of both
ethos. We found curselves caught with the same process, i.e.,

of over emphasizing the 'task-performance' criterion in order to
conceive the fomm and -the processes of organizations. The value
parametors of Indian ethos bocame merely statements of underlying
comﬁitments of quanizations. e oould rot design éupport systemg
for qperaticnalising these commitments, They bscame a matter of
repeated statements without identification of a locus for comsis—
tant operations, The Chief Executive then became the holder of
these commitments which he did in his own manner of patronage

and legal necessity,

We moved away from designing organizations, UWe decided to bégin
by designing of imstitutions and their interfaces and support
gystems in existing organizations, Our choice was an organi-
zation with the usual problems of lack of motivation, stross, cone
flicts and management by grisis, UWe brought to our attempts-of
designing ingtitutions, their interfaces and support structures—

all of our understanding of technology of organization development
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with all due credit to thostc priority techrnologiss. e must
admit that they were ineffective in our hands. UWe believe that
they wogld.ba imreffective in the hands of anybody, The reason
is that these techniques do Mot get in touch with the organie~
zation identity or the individual identity for that mattor,
However, we must admit that our repeuated failures provided us
many imsights., It led US_to involve ourselves in a very serious
dialogue with some wise ménagers. Their understanding of how
qrganizaticns really work heiped Us generate analcgous modols

of organizaticn structures both for task performancé and san=

tisnt involvemcnt.

The design gnd models for strategic organizations are mew. They
refloct a set of modols or working hypotheses for designing
institutions, We, however, wish to report some of our efforts
with mew design experiments which contributed to institutions,
leading te convergence of 'task-performance' and 'sentient

involvement' in different settings,

In an organizaticn which was squarsly embedded in a very severe
interdepartmental conflict we. attempted standard 08 technologies
for conflict resclutiony team building and role megotiations,
They were entertaining, revealing but ineffective to create the
desired culture. After three such programmes, we held a revieuw
with a small group of managers. The discussions in this group

brought into focus the struggle of the managers to ensurs resouro
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imputs for their domain tasks., The procees of convergance of
res@urce imputs to a particular department was very complex due
to the nature of organization structure and the definition of
departmental tasks. We, ofcourse, wers quick to point out. that
the managers have failed to recognise the 'task-interdependenco?
which is assumed in the Organization Design, Ong of the senior
managers laughed and said that thore is nmo "BHAVA" intorde—
pendence., The organization is governed by 'divide~and-rule!
procegses., It is meaniﬁgless to talk of taskeinterdecpendence,
This statement triggered an examination the group and that led
to the identification of a mew idea of 'Input-Flow' analogous tu
"Work Flow', They discovered that the organization structure
itself blocks the imputflow of the resources. Each department
then gets caught with making demands and disowning counter-
demandss, The managers themselves sat down to recrganise the
input flow, What they came Us was a reorganization of the locus
interfaces of current departmenﬁ. The organization was operated
with the departmental design consisting of a marketing depart-
ment, material department, production department, despatch
department, finance dl;partment, ete. The flow of inputs was
ariginating in marketing, going to production to material to
finanoe, back to material, and back to production, then on to
despatch. The whole proecsss was caught with pressures, Each
department responsible for the contributicn of resourecs to other
departments felt handicapped, For example, finance department
was calght with management or roeking capital and complaimed of

tardiness of the marketing department in collecting bills,
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Material man complained of lack of timely payments to the vendors
and hence of difficulty in obtaining matcrials, The process of
blaming was ecircutous with ro break in the chain, Eventually
managers came uUp with o structural dosign which recrganised

the input fl;u. The marketing man dealt with the material man
and geve him his needs. The material man regotiated with the
finance man and gave the meterial to the production man and
negotiated time bouncaries tc receive the finished goods back
from production. He, then handed over finished goods to the

marketing department,

Visually, the earlier flew of the input uwas,
Figure 4

Model of Departmental Input = Output

Market placege——>3Marketing Department—=»Productio ng+Material-efinance
Collection

Daspatch
In this flcw, ofeourse, tho resl power remained in the hands of

the finance department.

The naw mcdel designed by the maregers was,

Figure 5

New Design of Model of Departmental Input — Output
Financeﬁ\\\M\\

Market Place—————3Marketing Departmont———sMa

Production

™
rih1
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Thié model was implemented. And socon the problems got shifted to
the middle management. The department heads learnt to work togefher
but the middle menagers found themsclves at logger heads. It is

at this point, we locked at our value paramcters and designred an
institution which we called the "process house™. This process
house brcidght together manegers at the saome level but having
interdependent tesks together under the rotating cheirmanship
From_amqng thomselves for a fortnightly mesting to take stock of
recurrent problems in operations. The Chaimman of this procass
house, then presented the problems orally to the next level process
house whers managers earlier identified recurrent problems at

their own levels. Then the Chairman of both lewels met the.depart—
ment heads for an hour to discover ways and means of mesting

thege interfaces. The process houss promoted an attitude where

tha task prcbiemg of the system Qere held by the individuals

as theirs regardless of the  departmental affiliation, Over a
pericd of ome year or so, this institution of ‘process housge!

got routed and became the most significant element of the orga=—
nization, It also became the locus of designing and redesigning

relevant structures, rules and regulations to govern the task flow.

The experiment did not end the problems of the organization as

a whole., However, it brought home both to Qs and the managers
that institutions like 'process house! can gererate lot of inve=
stment from managers and BHAVA which the earlier structures

discouraéed.
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In amother organization, we sau‘two interesting institutions
implemented by the MD, He initiated that all mamagerial induc-
tees by turn spend a week in his uffice. All discussions with
department heads and compeny clients were carried ocut in the
presence of the inductees. The MD called him a shadow of himself,
He discussed hiS-EXperienees with the inductees, MD belicved
that large part of organization problems are due to the policy of
'hal f~disclosure that owner centred organization normally pursue,
Thérinstitution «f induction, according to him, prouidad the
inductee the possibility of tuning in and sensing the philosophy,
the approach and attitudes of pesople in authority, In our surwey,
we found that this organization had a stable managocrial population,
There was a turnover rot of job-hopping kind, but well desigred
departures for the development of the individual. Ue aleo found
that task issues could be discussed and 6asily resolved verbally,
Our interviews with managers suggested that the institution of
induction was the most significant source of their identification
with the policies of the organization and sense of balonging with

the task.

We could, perhaps, list some other experiments of designing
institutions which being analogous in gquality emerged with the
organization structure to motivate these vperations and create a
synergy., for example, in a small organization, where mear about
400 peopls helped create an institution of catharsis called the

"Kope Bhavan", the house of anger. This institution implied
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creating a close place where anybody who felt disgruntled, proe
strait and angry coluld oo and shout at himself. He will then
have to be approached cither by the MD or by the Chiaf af the
department, He had to sit and listen to all that the person had
to say. without arguing or explaining. His task was to hear,
understand and clarify to himself the real issues that person
carried with himself, -Also, like the traditional Indian system,
the MD or his suncgate talked of the nature of living together,
perspectives, and cunstraints and handicaps under = reflective
manner, This institution wés borrowsd from our living experiences
in jaint families as well as from the opic of Ramayana. It workad
vez_'y”af‘fectiuely._ People found that this .i.natitutioh provided
space to eXpress tension and provided basis for understanding and
appreciation of constraints and the consideration for policy
formulation. Some of these encounters did lead to revisions

and redesigning of policy procsdures. But, largely these encou-
nters created an environment of sensing and appraciating cong=

traints and togethermess and sharing divergent perspectives.

Some of our attempts at designing stratogic, institutional PTOe
cessos which have ot yet fully ylelded visible results have been
towards designing institutions of replanishment and regemeration,
Examples arcund where individuals in Indian organizations and
even imstituticns seem to be focussed on roceiving and taking
something from the organization or institution, They'do not seem
to bring back and reinvest in the organisation and the inatitu—
tion. For example, Alumni associations of most organisations

have failed repeatedly to respond to the needs of the institution
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in terms of resources. They have also mot actively tried to influence
and help institutions to become relevant to changing professional
realitiess We had realised that the institutions of replanishment
and regereration can only take routs when institutions of fostemng,

belonging and identification are fostered,

For any effective and enduring implementation of e velopmental
strategic dosign simultaneous conecern at various levols is
essential. VYalues of scciety anc c:uiturc, as anchored ingti~
tuticnal processes ag montinuity and strategic organizations

as the future u_nfaiding need to ocohere and converge.

Figure 6

Integrative Modsl for Strategic Organizations

Values

Strategic
Organizations

Instituficnal

Prococsses Lul ture

To 8Ummarise, any desigrner of a strategic organization for social
development needs to begin by elearly identifying the institutions
eeded to foster the sentiant - investment of the community for
initiating rew Organizations, It ig only aftsr institutional _
Support systems and the nature of their interface have besn clearly

understood and planned that an attempt to develop a form and a
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structure for the organization can be undertake n. Furthe more,

2 tesigrer must become swarc of what value and meaning are given
by the community to the products of the new organization. We

are proposing a departurs from need based planning to meaning and
value based planning, The understanding of the meaning and value
base would provide the clue for designing institutions as weil

as structural processes, and involve the sentiont ~ investment

by people., The pricri cevelopment values of scme Flannors make

very little sense to the community,

Furthemore, we believe that another critical focus for the planners
and crganizations reed to be designing institutions of debriefing
(sharing of perspectives). The institution of debriefing would
help create a shared, ooncrete concept of organizational reality
in terms of demands, constraints and policies, Dur attempt to
design institutions of debriefing are still in an @xparimental
stage, This model invites the leadership of strategic organi-
zations, patriarchs of Indian joint families to share their own
evaluation of constraints and disgatisfactions, They alsc need
to share why they do what they do. Our review of these attempts
suggests that institutions of debriefing create cul tures of
investment, sense of belonging, understanding of constraints, and
facilitate mobilisation of organizational members for invclvement

and contributicn to the growth of systems,
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