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PROCESS CONSULTATION FOR MANAGING CHANGE
IN A VOLUNTARY AGENCY

Te Vo Rao

This paper is intended to share some experiences of the
author in offering process consultation to a voluntary service
agency introducing change in the total organisation. The emphasis
of the paper is mainly on the praocess in which the organisation is
 changing, thgnstrategy used for the change and the léarhiné points
from the expé;;enEes with it. The process of process §5nsultation
is also. described in:this paper. This paper is intended
to those involved in change, 0D, organisational designing, process
consultation, rural development, conscientisation of the oppressed

etc., issues,

About the Agency -

| The voluntary agency is an intefnational ageﬁoy with units
iﬁ different countriss of the uofid.‘ The agency\uaé Foﬁﬁdéd in
India in 1897 and later became an internationallﬁrganisation. The
organisation works for helping the physicaliy handicapped,‘ﬁrphans,
old people, poor people, and so on besides raning é number of
schools (primary, secondary, vocational training eté.), hospitals,

and adult education centres.' There are about 140 units of this



agency which are in different parts of the world and is manage
team leadership with four members. There are about 1400 membe:r
all over the world. .The various units are divided into distric:
for the purpose of administration. These districts include Belg
Brazil, Burandi, Cameroun; Caribbeans, England, Europe, France,
Guatamala, Haiti, Hong Kong,‘India, Philippines, Rome, Tiwan, USA
Zaire., Some of thase are grouped into one district. India is a
full district. The districts differ in the number of its members
uorking there., E£ach district has a number of units, For example
in India there are about 484 members working in 26 units in differen
parts of the country., [Most of these units are in South Iﬁdia. Acti-
vities of each district are coordinated by a team of six members.
Two -of the members are full time (one coordinator and one secratéry)
and four members are part-time. The part-time members spend some of
their time in the units' activities and part of their time in district
administration. The activitiss of the different units cover a wide
range including management of educational institutions, nursing
services, health institutions, vocational training'schools, schools
for the physically handicapped etc. They have some English ﬁedium
schools with moderately high charges of fees and cater .to upper
class of the society.

The tasks of) the district team include:

~ Planning énimation activities for the district.

- Planning activities of the district,



- Regular evaluation of these activities in the light of
the needs of the environment.

- Composing local units,
- Ragular visits te different units for animation.
- Personal contacts with the members.

—~ Appointing members for the local units after consulting
the members responsible for formation and others.

- Acoepting candidates for orientation.

- Accepting members for temporary commitment. in the agency.
- ferminating temporary_commitment.

- Granting leave of absence below one year.:

~ To be responsible for further training, formation, pro-
fessiomeltraining estc. of members.

- To be responsible for finances of the district.
-~ To plan long leaves of members, etc.
(general team) » -
The tap team/cdnsisting of four members arc elected once in
svery six years. They pérForm the overall coordination activities
of all the districts. The team members are drawn from different
districts and have their office in Rome. They continuously tour in

the different districts and heip the district teams in their worke

Need for change

In December 1974 this agency in India hosted a general
assembly where the district coordinators and representatives from

different districts all over the world met for a month to share



activities and needs of differept districts and plansfor futurc.*
During this period and later thu group in India have been rcflecting
over the challenge they have before them in se;ving the poor. They
felt that they have grown in a particular manner as a congregation

in India, and what they felt as the community needs at one time
(lodking after the blind, deaf and dumb, training women for vocations,
imparting education, catering te the health heeds af the peopie etc.)
are not the only important ones and there are several bpportuhities
and demands of the social situation in the country Qérfénting change.
They started having a growing feeling that they shoula be nearer to
the poor as they find a 1ot of poverty around and help.the poér to
deal with their problems rather than running English medium schools
and well equipped haaith‘centres in urban settings. This feeling of
dissatisfaction and need fﬁr change which wes also evident in the
aneralv;ssembly they had in India, was Furthgr reinforced by treining
programmos‘éna talks by a few devoted social workers, . Consequently
the district ééam.decided to review the work done by ths various .
units in‘the district and discover new directions for change in the
context:of changing need fo be responsible to much poorer communities,
They thus sought the help of a consultéﬁ% to help them»reﬁiem the

work by various units.

e et e . 11l B e et i A s ———

* For details of the process consultetion offered to this inter-

national conference plsase see "Process Consultation in an Inter-
national Conference" by Udai Pareck, published in ASCI Journal of
Management, 1972, 4(2), 135-146,

#* not the author




Choicc of the Facilitator I

‘Selcction of an ouytsider for help is an important decisien to

make in any process_of chanage in a totel organisation. Such an out-
sider will greatly facilitate the change process,as third party-
observations are likely to be more acceptable. However, the choice of

‘the consultant is a eriticel variable. If the outsider has similar

ideological commitments as those in the direction of which the changs
is planned it would ba doubly reinfofcing and facilitating the thange
process. In-this case the consultant had 2 strong ideological’ commit-
mgnt to work for the oppresscd énd participate in the conscientization
process,

[he consultant should also be acceptable to the community as

a whole becausc chanage would be affeecting every one in the conqgregation

and unless a maximum number of people see_the outside agent as a guide,

have respect for him, and look for help, the change may becomz a slow
. N

‘process due to defensive and other reactive phonomenz occuring. In

this case the consultant wes acceptable to 211 duc to (a) the common
raligious‘backgroundzgiares, (b) thc fact that he is a priest, (c) that
he has been in touch with this community and (d) mede some impact -on
their thinking through his talks., He is a Social Scientist by
background and has ideological commitment in the direction in which

the congregation wanted to change.

Strategy used By Facilitator I-for. change facilitation

Whils the consultant may facilitate the change process in

many ways, gne of the effoctive ways he could do that is by a




sgientific study of ths orgenisation on tho basis of which he m

raisg issues and point out directions of change. In such a scier
study attempt must be made to‘consult the maximum number of the-
members af the organisation. This helps ins (a) gathering exhaus
lists of views, (b) understanding problems and raising issues pelt

to diffepent units and different kinds of peopls, and (c) giving a
sense of participation to all the members and teams paving way for
gaining acceptability later on. In this case the consultant tried i
contact all the members of the congregation through a gquestiocnnaire
and vigiféd thé'communitios for personal cbservations and interviews.,

An overall review of the total organisation facilitates the

initiation of change process greatly. Such reviews may help point out

directions in which the erganisation or the subsystams in the total
system are mohihg. This provides 'a basis on which change can be
pléhned.bithout'SQbh an assessment it becomes difficult éd-ahticipéte
problems involved in change in the new directions. In this case the
cohsultznt tricd te assessthz pverall activitiss of the“total system
and its subsystems through personal visits and interviews, A1l
aspects of work undertaken by the different units were revigued by
hime |

Jhe consultént should have a framework within which he may.

plan his review of ths client systam. Such a framework should be
in consocnance with the direction in which the organisation;éhticipates

to change and with the new ideological commitment or value system



emerging it -the organiéation. ~In this case the framecwork followed

by the consultant is based on Indian Sociel Reality and living the
life of a true social worker through experiencing poverty. The
consultant begins his report by a chapter on the ehanging Indian
environment and the changing role aof the congregation in India. He
outlines the needs of tho country to which the cpng;egafion should
respond. to and then gqqs_onrto>pcint oqt‘the areas. He also usecs

the framecwork of evangelisation through participation in the community
life. However, in using one's own framework the consultant may bring
-in his own biazses. To certain extent these may be unavoidable and
some. times functional, For example one of»the.Framemo;ks used by the
consultant in his report is to consistently point out to the age
differences in the rosponse patterns of its members, . He also used
differences dus to education level but as he could not find them he
had to drop this pattern of analysis.

.- 'The report prosented by the consultant which was a result of
his survey through a questionnaire and personal visits and intervieuws
is under five partss general introduction, questionnaire suivey
results,; interview cnalyses, reviews of different units and points
for reflection. The questionnaire included scveral issues the
congregation has to deal with befors it sets on its direction for
change. Ffor example,; these included their understanding of tha
evangelisation process, meaning of religious life, role of various

institutions they have at present, attitudes to new ways of 1life,

«



young hembors, members wanting to go abroad and serve in other
districts, rolu o? money earning institutions, att;tudes to cunat
etc. The interﬁieus also dealt with similar issues. The reviecus
of different units éssessed the direction in which they are moving

and pointcd out sgme new possibla directions,

In initiating chango the consultant may suggest alternative:

or broad lines for movement and lcave it open for the system to

choosc or gencral alternatives and work.out specific action plans.

This is necessary as dofinite choices suggested by the consultant may
leave very little freedom for the clients and may make them defonsiva.
Secondly many internal details and problems associated with specific
action steps may not be kﬁéuntto the comsultant. Hence he can only
suggest bréad dimensions or raise qgestions and leave it open for

the client system. It alsc helps tho system to act indepehdent{y
rather than to d@pénd on the consultant., In this case while the
consultant raiscd several questions, for example on issues like the
style of liuiné, objectives fuliilled, utility of their work, thcir
use of existing resources, the image they'project outside etc. hs

did not éuggust any definite action plans, By pointing these he has
given only a fecdback and some of it probably a disturbing one. It
was left for the concerned members to examinc and work out methodo—
logics,

A Strateqy for Change

Working for changa should startlfrom the top. When change

is planned it should be wholcheartedly accepted by the top



administration end thon the top administretion should work out a

§§géte§y for initiating it at all lcvels. Ip this case the report
Qééhsubmittcd.to the district team who piénnod to reflect over it

and then wérk out thﬁ muohaciams of passing thc message to_all‘ﬁhe
units.

' Change has to be phased out. It has tg bg phased ogut for

assimilation, for decision making, for experimsntation and for imple-—

mentation. Aﬁ tﬁe same timé maximum participaticn of as many members
as possiﬁle sﬁould be zimed.. In order to éet maximum participation
from uarion unité the diétrict team planned to have a six day meating
over the report of the consultant and wo;k out dirsctions of change.
In order to get a good representation, the district team sent out
lctters to diffarent units roquestinglﬁhqm to spggest names of repro-
éentagiues (caiiad ro?lectiﬁn group) QHD could :eflect over the report.
'fhus iﬁdiréét p;fticipation of all meﬁbers of the organisation was
atﬁempted.euen at the stage of assimilation and reflection of the
dircctions of changge.
It was also planned that these representatives (or more ade~
quately celled chango agents) would, gftef‘rgflécting.agef the report
ga back to carry on“tho message to different units and help them
reflect ouerltha diréctions qf changs further. Thus the process. of
iﬁitiating change is ﬁlannod in.stages: (a) reflection by the top,
(b) reflection by chasen represéntatives, and (c) reflection by unit

- membera. Thus it is phased out from top to bottom.
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The initiation or iﬁplamentation af. the change was left to
be started by tho  | unite at é latef stage with more thinkinge.
Thus while refiection on change was initiated in stages from the
top, actuel change was to start from tha‘bottom.

The top team which met for several days for reflection over
the report went through item by item of the svaluation report. While
reflecting on this as & tecam, the district team sought the help of
the author of this paper to help‘them reflect. The éxpert help was
sought\to facilitate their discuséion.l Such process facilitation was
required becausc the team was not sure of the extent to which the
dynamics of their team work would help them reflect over fhe report
properly. They havc been carrying with them some unrcesolved éssues
relating to their team work in the past. Sécondly, by thD>timU the
roflection was planned the term of the team gasvcoming to an end. Thus
they wanted to review how woll they have been able to work as a team,
and also raflect 6; the kind of team required in futurc to carry on
the change process.

Ensuring Continuity of Chanae

If the top team (district) is going to change at the‘timo of
introducing the changs, or soon after introducing the change, the
next team to take over should be constituted in such a way that the
change process introduced continues smoothly., If thc organisation
offers flexibility for the outgoing top team, it should plan for such

a continuation of change process cven at the reflection stage.
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Thus it is important that when change is planned it should be planned

with long term perspective,

In tHis particular case the district team was asked by the

general team to suggest more innovating mechanisms for constituting-

the next teem in the ldcal context. The district team thus planned for

another throe day mocting of different unit representatives. While quite

a few members of the roflection group are also the same as the unit

representative group, tho sceond group is much larger and about double

the sizo of the roflection group. The reflection group was intended

to be smaller to havo very critical and intenso rcfloction over change.

The unit reprusentatives group included represantatives from sach unit

as they have to suggest constitution for the next team composition.

For the unit representativo group to suggest a proper consti-

tution for Céntaining and facilitating the movement and changes

Qe

b

Ce

de

e

fe

“

‘They should know the future direction in which the congre-

gation is contemplating to mova.

They should know the constitution of the present team (which
they are well aware).

They should have some knowlsdge of how well the prescnt team
workeda.,
Thoy should khow the positive and ncgative contributions of

the present structure to the cffectiveness of the tcam.

They should know the tasks required for future by the
District Team if the congregation is changing in nsw directicens.

Ana, they should know the new roles required and what is
permissible by the total systoem (international).
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Mechanisms to mect these requirements werc worked out after the
district .
reflection of the /

——

team on the report. These arc outlined in
following sections.
. Commitment at the Tops A Necessity for . Introducing Change

- district )
The team with the help of the author of this article

planned to spend five days reflecting cver the report, reviewing
their work as a tcam énd planning for Ehe six day reflection group
and threc day unit ropresentatives' mestings.,

The five day meeting began with planning for the five days.
Some time in the first déy uas‘SQent_in planning.

As the planning 5y the team for reflection group and unit
reprasentative meetings nceds a thorough understending of the report
and an assessment of the cxisting team work, both these tasks should
'prQCedo planninge If thsy have to precede planning the choice is
left between starting the'discussiéns with the assessment of the
team work or with the reflection over the report, Team-evaluation
was feit_as_a sensitiué aroe and secondly it requirced considerable
amount of time to roviow the total dynamiés in a free atmcephers,
The time before the team was not sufficient to let the team members
gét into the.axplorations of their interpersonal dynamics which
certainly were bathering some of them. The choice was hard to make.
It was ultimetely decided to first reflect over the report and then
to review tho tcam work later. The decision is n;t an sscape from

interpaerscnal explorations but an ability on the part of the team
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to control the expreséion of éome of their needs. According to
NcElélland,aBd Burnham (1976)* institution builders need & high amount
of imhibition or self-contronl, an ability to work for superordinate
goals rather than for personal goals, The Disﬁrict.Team members
exhibited both thése orientations By choosing to spend enough time
réflectihg over: the report and later to reuicw their work purely fer
‘the benefit of the constitution meetings. Revieuw of team work at

interpersonal dynamics level was delayed for a later perioda.

The Process of ileflegtion for Chance

The toeam spent about two and;a half daysrréflecting over the
report; The following processes and features may bc7no£ed. ‘These
procedurcs werc workcd out by the team with the assistance of the
authora

1 The tcam mumbers gave first a gencral reading to‘the'report
before planning the detailed stratagy for roflactions. Only the fuo
full=time membors of th; tuam had an carlier opportunity to read the
report,  As tﬁ; plunﬁing mesting by tho tuam was,uecidaa only a few
days before the meeting and scme members wero abfoad it was not bos%
sible to distribute the reportrearlier. Hence about half a aay was
spent in indiuidual‘reading and sharingZ?;rst recactions. This faci-
litated an intensc reading end discussion leater.

2 The tcam met and planned furthcr strategy along with the
consultant, Fof.purpcses of reflection ﬁhc fcport mas dividdd into

FiUe partss

* NcCleliand, D.Ce end Burnham, D. Power .%¥ the Great Motivator.
Harvard Business Review, 1976,
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(i) seneral orientation and framecwork for the organisation
suggesting the role of the congregatisn in changing socio-
economic, political context of the society where they are
living and suggosting directions for movement and pcinting
cut challengeg

(ii) Methodoleogy of the study and results of a questionnairt
survey outlining the attitudes and orientations of the
members of thoe congregation (issues like roles, role relatior
ships, training, socizl objectives, tasks of the congregation
understanding of work, nature and mecaning of work, religious
oricntations, perscnnel policies, financial aspoccts etce. have
becn studicd)g Co C

(iid) ‘Interviow data giving the rcactions of members about
the present and future of the congregationg

(iv) Impressions of thc consultant about cach unit during
his visits to them and reising questions about various
aspects of life in tho context of what was outlined in the
frameworkg and
(v) ‘Some suggestions for reflection by the organisation.
The team members read each part ihdiuiduaily and this was followed by
discussion,

3 - The consultant made his role clear from tho beginning.* He
defined his role as one of facilitating their discussions (a) by
raising questions for reflection, (b) givingthem process feedback
(pointing out to hesitation, reluctance, cénflict, differences of
opiniocn, suggestions, improvements etc. from any member), (c)
drawing in vpinions cof all the members and maximising participation,
anct (d) helping them voice their.feelings.

4 The above role undertaken by the consultant was agreed upon .

by the team. As the report was assumed to lead to some aetion,

———

The need for consultant to clarify his role and the role of process
feedback in process consultation have been outlined by Pareek, op.cit.

*
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whenever therc were ocpinions, suggestions, reactions, responses etc.
presented in the report the team membefs discussed thom and expressed
their agreement, disagreement, or suggested courses of action to be
undertakon tc improve over the situatién.

The team agreed in toto to the general framework and future
directions uf change suggested in the feport and adopted it unanimously.
Once ﬁhié was done, for the rest of the ﬂiscussion the facilitator used
questioné like: Do youvagrec with this obscgrvation? If you do not,
why? What'areAyour experiences contradicting this? How serious is
the issue? What do you proposc to be.donu for change? UWhat prdblgms
do you envisagé_fcr introducing this chanéﬁ? What resources do you
have to tackle theso? What can be dJdone in terms of action plans to
intrdduca this? etc. |

FBf example, anc of the survey questians in the report was
'Are pecor péoplo pcor because they ars lazy?' The survey results
indicatecd that a highur_porcehtage of respondents from older age
groups aqrecd to this question., The teams own reaction was that poor
people are not lazy., They were concarﬁud abgut this'issue. The
District Tcam réflectud én questions iikué 'What does this mean?!
(for example, it méy mean that the older members have less positive
attitudes to poor); 'What is desirod?' (e.g. the percentage saying
this should be minimized further); fWhat ere the implications?'
(those who have suchlattitudés may not be able to-work withlége
poor); ‘'What should be qgne?' (Heip théﬁ.réflegt over their atti—i

tudes, have discussions, understand why they say sou, ctc.).
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The facilitator merely kept adding such gquestions for their
discussions wherever needed, First the team members gave their own
answers, they reflected over tha percentages cohtained by the survey,
then they thought of the implications and courses of corrective
action or dimensions of introducing change.

5 A similar pattern was followed for the rqst of the scctions.
While the tcam was dependent in the beginning vn the facilitator to .
‘raise gucstiens, slowly by the end of the first day. The need for
facilitator's interventions were minimised. A similar pattern out-
lined by Pareck (1975X from dependence to indepcndence was observed
in the movement of the group on the first day.

6 After the reflection over differocnt partsof the report, the
team again took scction by.section and carried on the exercise of
énticipating questions from tho future rceflection group meefings.
For example if there are certain things not clear in the report, tho
rqflection group may raise gucestions on which the District Team
should be able to cnswer,

As a strategy it was planned that the District Team will
provide all clarifications in the reflection mecetings,. . The_ team

members should not only be committed for change before introducing

it _in the congregation but they should communicate their commitment

ta other members. This gives further credibility to them and.

dist%ict

smoothens the process. The eam can communicate their commitment :

* Pareck, 0op, cite
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o chenad by theirﬂthorouqhnessJ‘5pontéh}et¥;in rquohsqs, clarity of

" thinking, authcnticity and esgertiveness. These canﬁdt be communicated
if the - .tuam_cpntinupusljiJépqdds ¢n en ths;ﬁé gUﬁsultant to.
introduce the' ehange process. In o;QDf“tD_cbmmdnicato‘sﬁch thorzrough-
nesé, authonticity ahd commitment thc District Team had to be prepared
tu face and clarify all possiblo questionévby,thu rufleection group.
Thus after thoir rceflections ouar-tﬁe roport,; they went through the
report listing (a) points necding clarifications. from the consultant
that can bu incorporatcd before the report is distributed to the
reflection group,‘(b)”queStions,'clerificatiuns, arguhents, etc.. the

- refilcetion group is likcly to puse to tho District-Toém, (c) problcms
envisaged during thaz reflecticns, an:d (d) mechaﬁisms of doaling with
(b) anc (g).

7 A remarkable Featurc of thase raflections and pregperation by
District Team is the-abscnce of the consultant who prepared the
report. Whilc ono strategy would-be to have the cénsultant prosent
his report first ahJ'élcriFy-points, the comsultant was not-presént
during the reflecticns by the District Team. ﬁhile this had the dis~-.
advantage of ‘not having the consultant to clarify boiﬂts that needed
clarity, it had the efvantage of az froe, frank’and,critipal disppssiun
by the District Toam. At timué,whore;thoro-wa&e Aif ferences by any cf,
the team members with the ppinicrs cxpressed: or methodology, used by
the‘cunsultant, they felt very freé te discgss these, ‘Suéh axfraa
discussion and critiquing is e nécessary prcparation-to face tho

critiquing_by the later reflection groupa
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From thls exgerlenoe 1t is clear that when change has to be

1ntroducud wlth the hulp of an outlee consultant. and this is ini~

tiated by a report of the outside consultant it may be helpful for the

top to discuss this report in his abssnce for free discussion. As

there ueré several points needing clarification the District Team
selected one of the team>members to get the clarifications from the
consultqnt I before the report is made available to the reflection
group.‘.Mihor modifications weré also suggested by the team for
'apprdual of thc consultant.

8 - When the report of a consultant is discussed with the help of
another probess—Facilitator and iﬁ the absoncevof the first consultant,
it is extremdly'importantxfor the procoess facilitator to abstain from
giving any of his own reactions to the report. This is an extremely
important valuc thaﬁlthe process consultants should possess, Ffor
example,‘aithbugh fhé author had reactions to a few issues in the
report he Ebstéincd Ffom giving any suéh_rpactions. -Selection of a
process—Cohsultént,.wHo has similér‘orientations‘as the first consul-
tant iglvefy useful,

9  The District Team céuld have condsnsed, modified or re-worded
the‘raport for giving it tc the reflection groups But, thocy did not
want to do it to provide the reflection gfoup with the original
‘report itself. Such censorship would have reduced the credibility of
the District Team for the reflcctionrgroup.‘ By such censorship the
District Team is communicating their own lack beconfidence;in the
report or in the reflection group. Thus the District Team took a

right step of prosunting the original report,



19

"Revisw of the Tééﬁ“work

Only one day could be devoted to assess the teem work. The
-assogssment was planned for the following objectives:s

1e Tovreuieu the extent teo mhiéh the District Toaem has been
able tu work as a team and carried on the task of the tecam.

2. To revicw the satisfying experiencoes anJ problems they
faced whilc working as tecam.

3.. Te identify tho Facilitating anid inhibiting dimcnsions of

tcam work in the structure of the team according to the

existing constitution,

4o To.idontify tasks and future roles for the team.

‘As stated earlier the members in ‘the boginning indicated that
there are sevetal intarpersonal.issues to be dealt with but decided
not to énfervinto these dimensions dde to time limitations, Houoﬁer,
‘without solving such problems there.may not be a gocd reQiew of the
teé& work. Thus the facilitator and thejgroup were Facedrwith a
challunée of reu10u1ng tho tewm—work meanlngfully (wlthout it becoming
a puroly intellectual oxarcise) and Freuly at the same time not tapping
;nterparsanal tonflicts and issUes.t Some short sﬁrqctﬁred excrcises
wefe used to create certaip amount cf Freenqes. The Facil;£ator used

the following toc meet this situation.

1. gelf Examination_and<ﬁeuiew

| | Each member: was suégestea to reflect over the role played by
fhat member during.that.period of the team work (4 years) and talk
_Qpenly in the group ahd:SOlf~fGUle. Such a self—rcu1ow wes

proposed for two reasonsg (2) ewsch a 851f-rovicw ie'a part ~f
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the culture of that congregation and so it facilitates thinking and
critical: rcvie@, and (b) if & membér.is expeéting any>ﬁegative
comments‘f;om other members and the member is aware of those (self-
awareness), voicing the reactions even before the second member

' Uoices; mill‘haUD a very facilitating cffcct on the climete. For
examplc, if 'A' thinks ﬁhat hc is not available for tcam meetings

and expects that others will comment on this, if 'A! hastan.opportunity
for self—reviau before btheré commént on it, and inrhisAown sglf-
review if 'u' states this issue the deﬁensiueness would be féduced.
Suoh a communicatiocn of sclf-awareness alsc has a faeilitative cffect
on thc team revie%‘.climatc. Questions like: How did you percecive
your role as a team member when you were appointed and later? ﬂhat
did you cxpect from other members? What did you pcrcéiue aé hépbening
in the group?” Houw did ycu react? uere your expectaﬁions met with?
What did y@u want to coptributé? What did you fail to contribute?
iwhat problems did you face? etc. were answered in the self-revieu.

The self»review-lasted fof quitc sometime. The members participated
and talked openly to some extent. However, there werc inhibitions.
Sdme of thése inhibitions were removed in the_lapgr discussions'and

exerciscs,

2. Listing of the Tasks Df-thc District Team

| Beforg tho team rcviews its uorkdit is ssscntial that the tcam
»should re;épitulq?e the various tasks they could have performed during
.théifhteam.in ﬁiatriet;admiﬁistratibn. In order to racmpitulate such

tasks of the district administration, clear thinking and flucncy of

ideas and roflection were necossary. In order to ereate this
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atmosphere a fow short cxercisos on idcatioﬁélvfluency_;mhich wero
quite unrclated to their task werc introduced. When the mombers
égarteﬁ ideating thoy were given the task of listing out the vearious
possiblcvtasks the‘distrip§utegm cduld_havc undertaken -in their term.
fﬁey‘lisgédi;gout-SD such tasks. Somo of thosciidontifisd wore not
“discussod in thﬁicunstitutj.-c?n° Some were innovative éhd very
elaborative, Each member read oQt the list. The'cﬁmmonnass‘they
found in the Jifferent lists reaffirmed the%r.think;ng aﬁﬁut the

various tasks they should have performad.

3. Uses ofdbistrict Tean

SErétéhih;‘éﬁelaboué éxércises little futther, thc team
ﬁbﬁbers sfarﬁcdrlisting tho various possiblo uses of District Team in
their congregation. Before théy étarted fBBSG oxorcises; as earlier

they had two other icebreaking exercises. In this process they have

listed  scusral uscs of the District Team.

4. ldentifying ficcomplishments

In any rcview of team werk. beforc going on to sensitive arcas,
it is necessary to build scme positiveness in the attitudes of the
Hteamvmembers towards cach othor and the team work. Rovicw of
accocmplishmonts helps the team members reach a level of confidence on
Fhe team and have a sensa of accomplishment.  In order to do this the
team @qmbers were involved in listing out individually”wﬁat they
»cnﬁs;dgr as tho‘uapieus significant agcomplishments'és a toam during
fﬁeirmferm. First‘they noted this individually and later on they

shared in the total group.
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S. ldentifying Failures

The tecam went ih the samo way as above toiidentiFy tasks
which they failed to do or which they have not been able to do

satisfactorily.

6. Jldentifying, facilitating and Inhibiting Dimensions of_ the
Team Structure- \

After thé ideontification of achievements and failﬁraé;ﬁthe
District Team set onito identify the factors in the oxisting struc-
ture of thco District TYeam and the oxisting:constitdtion than have-
contributed positively to their work as a team anqbthose factors
that have come tn their way of working eFFeétiuely{ The same 'proce-
dure as above was followed, i.e.,lindiuidual writing followed by

" group sharing.,

7. Planning for ﬁhe Futgre

In order to draft the constitution for arnew teém taking intc
consideraticn tho ppablems they frund cut in the exigting struﬁture of
' the District Team,‘they wore suggosted to como out with uarion-
alternative mechanisms of constituting the next Diétrict'Team. First
they wufkud individually and then in cnnsultation with cach othcr;
They camc out with 2 few suggestimné‘%thééﬁétitution of the next
District Team. |
Be holé.Piéys

If hambers arc inhibited tc fevieu vach others' roles and
puint'dﬁt mistakcs, rolo nlays of imaginery éituationSmay bfing out
such points. Role plays aro less'throétaning for giuing-intcg—

perscnal fecdbacke

’
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As the noxt task, the facilitator suggested that he woulg be

pleying thé role of “a. cuordinator of the next Distriéf féa%; }h;y
shculd imagine the nccasion to be that of handing over charges to
the next District Tcam Cuordinator. They werc asked tc prepare in
consultation with each-cther the list of“do's’ an| 'don‘t;’ to the
next District Team Cecerdinator an the basis of the vafious problems,
issucs,. and experiences they have had in'ﬁheir role relationships as
team members . They discussed amung'the%éulues and preparcd a long
l;st,of dé'stand don'ts as suggestions é5rltho héw Dist;icf Team
Coordingtqr._ After they éompleted'tﬁo ligt the Pacilitatq; played the
. role of the ccordinater and received the dots aﬁd don'ts from phg team
zfter critically examining each of them. For éxamplé if a mgmber
suggestod "don't have any part time membéfs" or "please kecp all the
members informed coﬁtinUOuély about fhe developments of the unite",
the facilitator in his Coardinator's role askod quoétions such ass
what is thc reason for such a suggestion? what happenecd in-your
group? Can ycu tell me little ﬁore about the impact of this behaviour
on the weorking: of the team? ctc.

+This process of talking tQ members through a series of exer-
cises and-helping them fo presenﬁ inﬂividﬁally and ccmmonly share
and discuss reinforged their collective thinking and at the same
time-served the purpose oFAhalping tﬁé- tgémi ‘ aééesé:tﬁe various

dynamicgs of working as a team,



24

Designinc a acflection Programme For Changc Agents

‘The last day was spent .n helping the team design the
reflection group meeting. The six day roflection group included 15
members from different: - units selected by the District Team on
the basis of the preferences given by the various members of thc
congregaticn. * In addition to this fifteen, six of the District Team
and one representative from the Gencral Team from Rome were expected
tc be ﬁrcsent. The general team mcmber from Rome was expected to be
present to observc and provide any clarificaticns that are required
on behalf of the gencrel team. The following objectives were
identified for the reflection group moetiﬁgs.

Te critically reflect over the report,

To have a common orientation and thinking in the members,
To analyse and reorient the work they have in vieuw of that,
Suggest how reorientation can be worked out,

To plan how-:this message can réach units,.

To get their reactions to the report,

SR Y S T R S

Tao give an awarcness about the situation of tho district
to all the members, ' o

B  To share responsibilitics and burden of the total district .
The following principles were used while designing the reflection
group mestings,

1 Every member cf the District Team should equally participate
in the six day reflection group. This would help them
communicate the sclidarity of the toam and their commitment

. to changc. '

In order to achieve this, cach member of the team agreed to
tyy Charge of one~day of the six day programmes Thus six
members taok charge of the programmc of six different days,
They also decicdoad to play the role of resource persons
during the reflection group mectings,
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Participation of tho mombers of the reflectlon group bo
maximiscd. - :

This wes done by designing small group discussions over the
varicus parts cf thL report and shering of common concerns
_expressed in cach group, at regular intervals of tlma and in
the presence of the total group.

Critical areas for. change should be identified and mechenisms
for ‘change should be worked outs

gn-the . basis of the repoert the District Team has ldentlfled
11 major issues to bL reflected. These issues aros

a. ﬁqulb;lltlas of inveolvement in rural development,

bs Basic hcalth orientation and involvement,

c. Education for liberation (i) within, (ii) without,

d. Relevance of orphanages and crechas, adoption of babies
' abroead,

e. Reorganisation of technical schools

f. “Preparation of young members, ’

vge , Fimatcial situation and possibilities of support,'self

I sufficiency and donations, life styles of members,

- i. Understanding of mission, role of foreign members ,sending
. members abroad,

Je Idontity of the agency in changing Indian 81tuatlon.

ke Commitmont etc. religious orientations,

Four groups werc designed to reflect over the above stated
issusss The groups were designed to work simultaneously, cach
group rcflecting on some issues and prescnting later to the
total groups covering in their prescentation various issues
“that were brought out in their group discussions. The rcflee-
tinns ovor the report wero planned over three days, the
reflection over the issues emerging out from the report and
other c¢oncerns were planned over two days and the last day

was planmned for dJdevoting tc the -implemntation and to carry over
- the reflecticn for sharing in the different unitsy

Presenting an overvisw would facilitate the reflsctions a
great ‘leal,

Bufupc'thu.reflcqtion,méctingbbcgéh for this team, just as tha

"Utcamfmembers had an overview of the report, it was felt

necessary-to providean overview and the context in which the
reflection may take place. Before they decided to.began the

six day reflegtion, a2 session was designed on the evening

before the roeflection started where the District Team planned to
summarisc the.report.  In this meeting it was planned to
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.explain thz document, the role of the report, plan of the
reflocticn group, oxpectaticn of outcomes, presentation of
soncial ruallty and sUmma;lolng of thec report. The report was
proocsul to bo givsn at that point of time feor thum to read
an‘ prepare F;r tha next day..

5 In order to reinforce the roflections a Jdialcgue with the
" gonsultant whs prepared the report would be hulpFul.

During the reflections scmetime was dovoted tc have a dialogue
.with the consultant and the reflection groupe This was planned
alsc as a mechanism of reinfarcing the need for change since
the total congregation was familier with the consultant,

6  Proparation for dissemination is a very important component
in any change process. Many innovations fail in spreading due
+, poor strategics. ef dissemination. 1t is important to plan
the disseminatiocn as thorcughly as the change itself.:

As the reflection group members would be used as agents of
change and would - ectually be participating in taking the
messaga of the reflections to the different onifs and the
‘units in turn would cerry on this exercise of refloction,
adequate preparatiocn was necessary for this. It was felt that
tha mombors in the different units who were not present in
reflections ‘weculd be cagerly waiting to know something: about
the study and the thinking.that is going on in the District
Team. Thaorofore, the units would be curious about the
dotails. In order to :isseminate the spirit’ of reflection and
to reducc the scone for mis-information, it was nechssary that
the refleetion group shouldl be very clear about what they arc
going to-communicate and how thuey arc going 'to help the dif-
ferent units to reflect. To.this end it was planmed to bring
cut » shant.ran~ct by the ond of thee: six days., 1t was
planned to get ideas from the reflection group itseclf about the
machanisms of 1mplomentatlon, mechanisms of sharing, spirit
and idcas of reflection in the unlts, action plans for Sharing
thase, planning the context, and the possible strategy of
implementation. The last day of thie programme was planned
to be devoted for. this purposa. ' - P

Plan for the Cunmunlty RLDrESBntatlUBS For Drafting: the New Const;tutlon

As this meet;ng_was plannea to.follgw the reflecthncgroup
meeting and twenty new mombors wsrao expocted to join this meeting,

this would bo an iﬁeal_opportunity'For fhe reflection group to test
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out somg ways Gf prescenting their reflection outcomes to other new
~members. One of the three days was planncd for this kind of sharing
between the reflection group members and the new members. Some of
the reflection group members who are also members of the constitution
group were planned to carry on this task. A full day was plannad to
be dauotadLﬁot;diSSGminaEing_the reflection ideas to the nsw group.
Similar princihles of apen discussion mechenism and free thinking

were followed in designing the rest of thoe two day brogrammew

goncluding Cbhservatiocns
from the cese of this vcluntary agency thc following steps of
the change process could be identified.

- An internal mechanism of review and sharing resulting in a
perception of new directions where the agency should be

moving (General assembly in 1975).

= Such a perception being reinforeed by the changing environ-
ment, and socio?political'situation of the Society'whore.the
agency is locatod (Changing Situation in Indla 1975-77).

- In the context of these perceptions mcmbers seeing new 1ntcrj
pretations of the tasks they aré hithérto'ﬁerforming satis-
factorily and getting dissatisfied in the context of neu
interpretation of the tasks (e.gsy a scrvice system like
hospitals they handle being interpreted now as serving tHG
rich). |

-~ Reinforcement of the new goals and directions by contacts
with other significant perscns and processes.

- The disturbance being formalised and/f E}ekér bcannlng of

the environment.



= Sgloction of an expert and seeking his help for total
arganizationel rovicw including the culture,values, life

styles, etc.

-  Reflection over the sxpert>feport and review by the top -
administretion. .
.~ Identification of change agents.
-  Reflection with Changa agents.
= Planning disseminaticn, ‘»
= Rovieuw of tcam-work =zt the tep. ‘
- Planning for centinuihg change and’éelféreneual through
constitutional changes, ‘ .
- Jdeflection by cvery member.

- ’Satting up the changc Ualuiﬁ@'autunomy of subsystems,
Fsiﬁfiffin and Pareck1(1970) observed "Q;.plannéa”;h;nge is

the organized offort of the leadership of a couﬁgry (or an organiza-
_tion) to bringﬂéﬁoﬁiiimprovemont‘in one or more aspects of their
socicty (or cu éurg). It in&nlues a'carefui ﬁanagement of resources
~and effurt tc bring abcut change of a ﬁarfiQﬁlgrbnature, moving in a
partibular dircection. It includes thoughtful consideration of the
steps rgqgirad to/briﬁg~about £hbbﬂ9§ired‘improuemehts; the>tech-
>nique§zéqﬁ methods to bé uécd}to ageomplish eacﬁlstep;iand the
decisions to be madc te provide the necded pesourcgsfand to channel
affort in»sﬁpport of the requiféd s;éﬁs. Df centféligmportance te
planned changc is the'ﬁUerse;fgual or direction»té Qhéch the
organized efFortS for dauéloﬁmsnﬁ'ara intended to contribute. This
means that. thu planners and leaders of change must haﬁéia‘clear
idea of theAkind gfﬂimprovemeﬁts énd changos%that>é;é;jeéifablep
and this guidin§Sidéé musg be kopt»constahtlylinlhind in working

out the varicus means for bringing about change.” (p. 10)

/
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Thus, the voluntary agency whose casc is prescnted in this
report is a2 geod example of planncd changa.

Parcek and Rao?{1975) identified six important dimonsions
involved in such & planning of self—revicwing systems. Thosc
includes Goael sctting, cultural specificity, cesources! asscssmont,
resources croation; systomic understanuing and crecating a sclf-
rovicwing prccess. The caso of this agency alsc brings out clearly
how thsee dimensicns are used in thsir planning for change. Goals
for_change havs been set (e.g. to move nearer to the poorer communi-
ties). The goals and mechanisms have been worked out in the
cultural contexts. Resources assessment and rescurce creation is
planned through raeflection mechanisms. Systemic understanding was
attempted through the District Team's own understanding and through
the consultant's hclp. and a self-reviewing process is planned

through designing & cunstitution te¢ carry on this change.

"Griffin, W.H. and Pareek, U. The Process of Slanned Change in
Education, Bombays: Somania, 1970

2F’areek, U. and Rao, T.V. Planning self-renewing educational
systems. Bulletin of the UNESCO Regional Office for
Education in Asia, 1975, 16, 157=170




