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ORGANIZATION OEVELOPMENT IN
SOCIAL DEVELOPMENT ORGANIZATIONS

Abstract

Social Development Organizations (SDOs) have an important role to play
in thp social and economic development of people particularly in deve-
loping countries following capitalist/mixed economy systems. However, many
SD0s are organizationally 4lle® uipped to carry out their important functions
in society. This is partly because of their origin as a half=-heartedly
tolerated appeasement tool with inappropriately borrowed values, structures
and systems, and partly becauss conventional 0D values and techniques deve-
loped in the context of industrial/commercial orgenizationa hava limited
success in 5008, which are different from other organizations in their more
’.humanitarian value systems, greater need for client orientation, greater
fﬁdéhandence on external, scarce and uncertain resources, gruater need to
co-operate with other agencies,and so forth. While SDOs do have some common
characteristics, they cannot be considered a homogencous lot. They differ
among themselves on the basis of thuir greater or leusser orientation towards
rules, structure, oxpertise, value, neced, puople, oxtcrnal agencios and the
likes Thus, the OD-needs of SDOs are differcnt, on the onc hand, from those
of the industrial/commorcial organizations and, on the other hand, meong
differont types of 500s. 0D in SDOs should focus on : {1) value management,
(2) perspective menagement, (3) participation management, {4) dependency
managemant, and (5) withdrawal menagement, Specific GD neads of goverrment
and voluntary 500s are discussed, and tho directions of future change in 0D

with special reforence to SD0s arec indicatod.



ORGANIZATION OEVELOPMENT IN
SQLIAL DEVELOPMENT ORGANIZATIONS

I.  INTRODUCTION

The theories and technijuus of organization dovelepment have omerged

as a response to the noed for change in industrial organizations. While the
practice of 0D has soveral successes in industry to its crodit, tho claims
of practitionors are mot all supportod by research evidence. Failures seoem
to be as common as, and perhaps moreé educative than, successes (Miruis and
Berg, 1977). Many of tha fsilure stories are suppressed, and thu blame for
the known failures is usually thrown on unexpsctod changes in the environ=-
ment, unpreparedness of the organization, faulty implementation by the
internal change agents and the like. Rare it is that the 0D theory or toch~
niques sharo the blame for failures. They sre considercd to be universally
Jﬁpplicabla to all types of organizeticns. The values of individual autonomy,
enjoyable work, participetion, decentralization, culture of confrontation,
desirability and viability of change in all situations, etc. were uncriti-
Cally acceptode It is truc that z few writors have questioned the univorsal
velidity of some of thoso values (Das, 1981; Kaplan, 1982; Quinn and

McGrath, 1982; Schwertz, 1983). They hold that the relcvance of the valuos
“@ould depend upon the type of organizatiom, tho culture of the larger society
in which the orgenization exists, special situations confronting the orgo-

nization, the life-cycle stage of the organization and so forth,

Against this background, it is worth examining the relevance of can-
“Ughtional 00 to Social Development Organizations (SD0s). In tho developing
countties st least, SD0s have coms to stay, and have got to play a major
.rols in the process of nation=building. Th: cxpuricncs of the devoloping

nations is that the economic indices are not a trus measuru of development



. 80 far as they do not nocessarily correlate with the welfare of

fﬂople- Honce it is fult that thore is also a noed for diroct action to
}mproue the welfare of poople, and 5D0s have come up both in the goveorn-
ment sector and in the veluntary sector. Except in a few cases, however,
these organizations toc have failsd to deliver the goods. Instgad of impro=-
ving the quality of lifoc of the poor, many of thcsc organizations have madc

@ﬁéﬁ dependent and begging (Mendoza, 1981).

One of the reasons for this unanticipated outcome is the inappropriate
design and development of SDOs. Capitalism has rather reluctantly accepted
social development as a means of .its own survival and so has inappropriately
tried to build it around the capitalist valuc system emphasizing thc disparity
botween thc rich and the poor (Farris and Marsh, 1982), and honce thc poor
;ta‘traatad as dependeont rocipients of bonefits and not as autonomous part=
ners of development. As for the structurce of the organization, SD0s in the
Qnuernment sector have naively adopted tho bureaucratic structure which wzs
originally designed to perform g maintenanceg function and is obviously un-
suitod for development administration {Sjoberc.et zl.,1966). In the volunt-
ary sector, many SDOs never thought about any structure and left it to theo
f#iwprs and proferances of the staff doing the work. Some have modelled
ghamaalvés on the industrial organizations. Thus, most 500s are burdencd by
values, structures, technology, and procosses that hamper rather than faci-
litate the accomplistment of their goals. It is in this context that uwe
Ernnoso to examine the noed for organization developmont in Social Develop-
mgfit Drganizations and the vxtent to which conventionel OD values and

techniques are relevant for SOOs.



I1 CONVENTIONAL 0D VALUES AND CURRENT TRENDS

One of the early definitions of 0D (Bennis, 1969) views it as a response
to changs, a complex educational strategy to charge the beliefs, attitudes,
values and structuresof organizations sp that they can better adapt to new
technologies, markets and challenges and the dizzying rate of change itself.
0D, according to this visw, is a reactive response to thange. Beckhard's
definition (1969) incorporates the view that OD has to anticipate changes,
but insisf{s that the intervention is essentizlly a process intervention
using behavioral scienco thecry and managed from the top. Later definitions
{c®. Argyris, 19703 french and Boll, 5973; Margulies and Raia, 1978} have
widened the scope of 0D to include practically any intervention on the stru=
_ctura, processes and/or technology of an organization, which may be initiated
at any level of the organization provided it is aimed at improving the effect~
iveness of the total organization. However, the condition that 00 should

use behavioral science theory is emphasized by most writers,

Thus, it is expectad that GOU would prefer the Normative=Re=educativc
type of change strategies toc the Empiricale=Rational or Power~Cocrcive stra-
tegies (Chin and Benne, 1969). As for the three different approaches to
organizational change, namely, structural, technical and behavioral
(Leavitt, 1965), most OD practitioners would go the behavioral way, though
theorotically, it is possible to use any, The behavioral intervention may
start st the individual, interpersonal, group or integroup leval with an
ultimate aim of achioving intesgrated developmunt of the total organization.
The theorctical model underlying 0D interventions may be (1) the actioneros-
earch model (Lewin, 1946 & 1951), (2) the power=-cqualization model (Harvoy

and Brown, 1976) or (3) the intervention thoory model (Argyris, 1970).



However, the choice of the theoretical model does not seem to have any
substantial influence on the choice of the intervention method, which, in
general consists of the following steps i (1) data gathering, (2) diagnosis,
(3) fesdhack of data, {4) developiny action plans, and (5) initiating and

implementing action programmes.

It should be adnitted that the values and methods of 0D are undergoing
anall, but continuous changes. tence it is rather difficult to distinguish
betwesn the conventional and the new GO, In 1973, for instance, Margulies
and Raia tried to highlight the osmerging trends in 0D then (See Fiqure=1)}.

Many of these trends are obviously part of the conventional now, as may be

figure - 1

CHANGING PATTERNS OF THE OIMENSIONS OF 0D

Dimension Conventiongl Current {as of 1978)

1+ Target of = The human system of thse = The total system
change organization

2, Disicipline =~ Buhavioral Science = Interdisciplinary
base

3¢ Methods and - Collecting data, diag= =(No substantial change)
techniques nosis, feedback, devo=
loping action programs

4. Nature & - 'Fact=finding' usually - 'Fact & fecling - find=-
Source of Data from the top management ing' from the members of
of client organization. the client organization.
S. Underlying - Normative = Reeducative = (No substantial change)
vaglues values implying trust,
love, oponnass &
concern
6. Agents of - ~ Experts playing a direcct- = Experts playing a faci-
thange ive role, litative role.

Source : Adapted from Margulies & Raia (1978).



obeerved from the summary of the valucs and assunptions of conventiongl 0D
provided by Das (1981). Reviewing the 0D litersturc, he finds that convente
lonal OD is characterised by such values and assumptions as (1) focus on
ell goals of the organization, {2) primacy of thc individual's neecd for
autonomy and personal growth, (3) accepting and oncouraging individual dif-
forences, (4) encouraging risk-taking for growth and adaptation, (5) desig-
ning organizational structurecs and Jobs to suit tho needs of individuals
and groups, (6) docentralizstion of decision making for grcater effectivoe
ness, (7) squalizing power within groups, (8) replacing win~-losa stratugics
by win=win strategics, (9) resolving conflicts by confrontation rather than
by ‘edicting', and (10) sesking synergistic solutions to erganizational
problems. In goneral, one may agree with Das's view that 0D givus the
.highest priority to individual aspirations, autonomy and growth and that
this along with the organization's 9oals are botter achiwved if feelings
and sentiments are froely expressed than if they are suppressed for the

sake of conformity.

III NATURE AND FUNCTIONS OF SDOs

Social development is 4 relatively new concept that sceks to replace
fthe old one implied in such terms as 'social work' and 'social service'.
Some social philosophers hold that social sorvice is a hecessary but unwil~
lingly tolsrated Consequence of capitalism which uses it as a means of sur=
vival against its own logitimation crisig (€f: Haburmas, 1973). Capitalism,
?y definition, has to maintain theo class difference betwsen employers and
employees. But the gap should not be allowed to widen beyond g limit; or
else, the working class may revolt, Social sorvicce, therefore, is an inge-

nious device by which capitalism tries to keop its workers pacified (Farris



and Marsh, 1982). No wonder the traditional social scrvice has failed to
bring about any lasting improvements in thec condition of the unaecrprivilcged
(Mendoza, 196€1). It was not designed for it. Socizl work is but a means
of kegping the peripheral population under control. It seems tp hold tho
humanistic perspective for the private, worksreclicnt relctionships, anu
the technocratic, bureaucratic perspectjive for the public, political roality

(Piven and Cloward, 1971).

Frustretions with the purformance of social survice hzve made the social
scientists and development planncrs emphasize tho noed for a healthier con-
cept and thcy came out with the concept of sccial dovelopmont, which is to be
understood as devalopment for which "“people are the central purpose and human
will and capacity are the most critical resources" (D.C. Korten, 1937b). A
clear and self-explaining elaboration of this concept is provided by tha
‘creed! of the International Rural Recconstruction Mavement @

Go to the people
Live among the paople
Learn from the people
Plan with the people
Work with the pecple
Start with what the puople know
Build o¢n what the people have
Toach by showing: learn by doing
Not Sushousgee gut, g pattern
Not piccemoal but integrated approach
Not to conform but to transform
Not relief but release
(duoted in D.C. Korten, 1981b).

This creed, which contains almost cvorything that sccisl development is and

is not, was formulated in the ocarly 1920s, by James Y.C. Yen, who foundsd
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the Rural Reconstruction Movement in China in 1918. Howsver, even today,
the plan documents of developing nations rarely discuss the characterictics
of the people they want te develop; instead there is endless discussion on
the economic indices assuming that they can and should be improved and that
this will automatically improve the quality of people's life. Such assunpt-
ions have been proved wrong, and D.C. Korten (1981b) proposes that there is

need of threes important changes in our attitude towards development planning.

There has to be ;

(1} people=centred planning at all levels, namely, national, regional and

project levels;

(2} peoplo participation in planning, especially in (a)} sharing knowledge

toward appropriate technology and (b) prioritising community neuds;

(3) a learning process spproach to program development which is an exer=
cise of mutual fit among the beneficiarius, the program and the organie
zation, and not an exerciss of experts designing a program blueprint

and passing it on to the line for implementation.

The 'fit=-model' represents the ideal, but the actual practice of spcial
development varies between two extremas, the dimensions of which are identi~

fied by Pareek {undated); (aiso see Hague et al.r1977; Retzlaff, 1978) :

(1) Externality v/s Internality

(Dependence on external agencies for resources v/s development of

resources from within the community).
(2) Ffilter approach v/s Organic growth approach (Assuming that develapment
will trickle down to the poor v/s promoting the organic growth of each

subunit).
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{3) Reductionist approach v/s Total development approach.

{Allowing the privileged groups in each ssctor to capture the benefits
of sactoral programmes intended for the under-privi leged v/s abandoning

the sectoral spproach for the total development of the target Qroup) .

(4) 1solated v/s Integrated efforts.
(Allowing thc various develeopment agencies to operate independently

v/s coordinating their efforts synergistically).

(5) Individual v/s Collective development.
(Assuming that the system is faultloss and offering 'residual treatment’

to individuals v/s correcting the structural and system deficiencies).

(6) 1Incremental v/s Radical approach.
{Adding small changes so as not to shock the society v/s bringin.; about

revolutionary changes).

(7) Avoidance v/s Confrontation approach.

(Appeesing the dominant groups by not disturbing the existing power=

structures v/s confronting the obstructing power structures and

changing them),.

Traditionally, SDOs have leaned to one extroeme characterised by extern=
ality, filter approach, incrementalism and so on; the modern theorists want
to take them to the other extreme. According to the latter, such a shift is
a must if SDOs are to porform their functiecns effectively. These functions
centre around the liberation of man (Goulet, 1979) from (a) the paralyziﬁg
salf-image imposed on him by the opprossors {Freire, 1972}, (b) the political
and sconomic constraints that block people's creativity, and (c) the serei-
tude to nature and ignorance. In other words, SD0s have to (1) develop and
de-alisnate man so that he bacomes both the subject and object of develop=
ment, (2) develop human resources as a collsctivity and increase their capa-
city to deal with the environment, (3) expand the physical resources and

increase the community's control over them, and (4) ensure eqguitable sharing
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of the benefits of community living by all members through adequate paitie-
Cipation at all levels (cf Fredericks, 19783 Haque et =zl. 19775 Millcr,
1977). Thus, the harmony model of social davslopment, which implies in-
cremuntal changss without disturbance to the existing structural arrange-
ments, may often have to be roplaced by a conflict model {Moulik, 1977),
which implies that not only the SDO but also the DD intervemtionist will
somutimes have to take sides, abandoning the lattor's professional neutra-

lity (Boje, 1979; Brown, 1980).

Given the special tasks to be performed by S00s, it is but natural th:t
their menagement requirements arc zlse different. Managers of 5S00s, thorc-
fore have to (1) operate within a cultury of poverty, (2) work with political
interest groups, (3) mobilizu rusources from various sources and coordingte
their activities on programme and/or area basis, (4) duuolop organizations
that are capablc of cliciting Community participation, (5) build bottom=up
learning systems so that tho progranmmes and packages are attractive to the
community, (6) ensurc sjuitable sharing of benefits and (7) train the
clients to be self-reliant and walk away whon they become sg (D.C. Korten,
1981a; Mendoza, 1961). Ope of the implications of this is that 500 manager s
should equip thomselves with cortain special abilities, which includs
(a) synthetic thought as opposed to the conventionally emphasized analytic
thought, (b) eocializod power as proposed by McClelland (1970, and

(c) unusual tolerance for anbigu-ty (D.C. Korten, 1981b).

The management requirements of 500s, therefors, are different from thosg
of commercial or industrial organizations. Thcse differences have their
basis in the special features of SD0s. A comparison of these features with
the corresponding foaturaes of the commercial and industrial organizations

is provided in Figure=-2,



Figure = 2
e T T T TCOMMERCTAL/INDUSTRIAL™ T~ T
S __ocavizaTions _ _ _ _ _
4. Purpose To serve the interests of
all stakeholders
2. DObjectives Mmstly nuantifiable and
muasurable,
3. Structure Well=dofinud and ofton
single~purpose
4, Processus Primzrily based on
sWruccture and tasks
5. HRole Relatively fixed and
vell~dafinad
6. Authority ° Formal and position-
based
7v Membership  Consists primarily of
ownars & employeos
8. 8oundary Mostly fixed and woll
defined
9. Llegitimation Acjuires lugitimacy by
maintaining or incroasing
clivnt depcndence
10. Benefit= On the basis of power &
Sharing ownership of resources
11. Depondunce Relatively less
oh external
environmant
12. Respurces
13. Relationship Competition
with similar
organizations

14.

End result
of success=

ful aoperation

13

LRGANIZATIONS

—-— s o e e v -

To scrve the interests of
the clients.

Mostly jualitative and
difficult to measure.

Lloosaly definzd and often
multipurpose

Primarily basod on
personzlities

Evolving and ofton
ambiguous

Charismatic, porsuasive and
person=based in many cases

Consists also of clients and
cooperating agoncios

Ill=dofinud and evolving

Acquires lugitimscy by reduc-~
ing client depsndence

On the basis of need

Rolatively more

Defined & relatively cortain Undefinud, scamce shd uncortain.

Growth and entrenchment
of the organization

Co-operz’. 4on & Coordination

Withdrawal of the organization
from the fisld, -
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Iflmay be noted that many of thuce differvnces rosult from the SDU's
g@ﬁ%ﬁt orientation, dependency on and neod for coordination with other
#gencies, the scarcity and uncertainty of resources and the cmphzsis on the

vltimatc self-sufficioncy of clients, Moregvur, from the G0 perspective it

may be pointed out that thc intervention in & SDO is a two-level intervent-

1oh. Tho SDO, by its very definition, &8 an inteorventionist organization as
fer =8 the community is concwrmed, and whan an cxtornal agency inturvencs
ﬁith the SD0, it has to take care of tho two levels, one at the SO0 lcwel

ﬁhd the other at the community lcvci.

IV, TYPES OF SDOs

The distinction mads between commorcizl/industrial organizations and
§ds and the special features of tho latter may give tho impraession that
A% ] are homogeneous in their organizational characteristics, This, how=
ever, is not true. 5D00s do differ among thcmselves on several counts, and
are often classified on the basis of their 'source' (government or voluntary),

sector (agriculture, health, education, otc.), serving srca (urban or rural)

.or purpose (single=purposc or multi=purpose). A comprehensive review of tho .

_ lterature on SDOs show that corganizationally the most relsvant classificat-

}ion is between the government and the voluntary SDOs. As for the sectors or

the serving areas, thoy do not necessitate any substantial changos in thc
organizational requirements or philosophy of SDOs. Thers will, of course, bo
changes in the methods and techniques bocause of the differences in infra-
structure facilities, communication facilities, nature of tasks; character-
istice and concentration of thc target population and so forth. Similarly

a classification basod on the number of goals also may not bDe realistic. This

18 because SD0se, especially those in tho developing countries, face acutc
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shortage of techno=managerial rosources, and so cannot spread them too

thin on several goals at a time. Suctessful socisl development programs
aro observed to have phased out their goals so that they could- focus on one
at a time {Paul, 1984). This observation is in conformity with the thco-
retical position taken by Das (1981) that under conditions of scarcity
organizations tond to reducs the number of goals. So, practically all
aupcasaful sD0s will be single-purpose orgafizetions. Though they will
take an integrative approach to all the aspects of human life, thc contral

Surpose is never lost sight of..

For the purposee of the discussion on 0D in SDOs, therefore, it will
bo useful to classify SOOs into two: (1) SDOs in the government sector, and
{2) sbDs in the voluntary sector, and oxamine the 0D requiremcnts of each.
The main and aub-plaaaifications and the dominant fcatures of extremo

types are shown in Figure=3.

The five subwclassifications mcy bo placed on a decreasing continuum
of the oxtent of bureaucratization ot an increasing continuum of the extent
of people orientation. Paroek (undated) discusses four of theso, namely 3
mireaucratic, technooratic, reformist and radical, to which is added tho

,taéhnoburaaucratic because of its growing prominence in recent yuvara :

1. Buregucratic SD0s : Thoy ere initiated by the government through
bureaucrats. They beliove in providing support and aid from outsido
the community rather than developing thu community's internal res=
ources. Their strategy of changs, if any, is the incremental change
strategy. Thoy foster an extra=organizational orientation in the sensc
that thoy are guided primarily by the concerns of tho government and

the political system.
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figure = 3
CLASSIFICATION OF SDOs AND THE PROMINENT FEATURES OF
THE EXTREME TYPES*®

S00s
..t’l..ll.l'lll.'ll.:..l‘llll".!.‘.‘.nllul..
[ ] [ ]
Govarnment 300s Voluntary 500s
l.lll.lO.l.l":‘..l.llil. -..l........-..l:.l.‘.l..'....
» - [ ] - .
- L] - . ..
Bufsau- Techno- Tcehno~ Reformist Radical
cratic burcau- cratic

cratic

Tigétly Organised sesasesscnssssnnssasnssloosely organised )
Waak cummitment..........................Strong commitment
Procedurs aricnted “sesessvasncccscnsesasPuople oricnted
Burcaucratic LeadBrShip seeevvevsnnsvaee CHzrismatic leadarship
Clients as Teceiplents seeeesneensanssessllicnts as participants
Status=juo Orientod.cseeavenasnensaseneseStructural change orientod

Fixed and uniform program approach....,..Flexibls and adaptab le PrOgram
approach

Changing Staff sesesscsnsvsrassecssranssRulatively pormanent staff

Natiocnal leual...........................Rugional or local level

Quantity (largest reach) oriented,.......Quality (dcovclopment) cricnted
Fixed plans for longer tims Perivds.....sEvolving plans

Pro=govt. political influentosssiessessssAnti=govt, political influence
P1an=0asede evvveesaserarnasennnsronssnsaalived based

Relatiua certainty ¢f limited resourccs,.Uncortainty & scarcity of resourcoes

Established, perhaps inappropriate, .....fnilure to evclvg managemant
Mmanagement systems systoms

contrﬂl Driﬁntﬁ'd.ooooo Sass e sesttonnn e oD&UClomﬁnt orientcd

Procedure/Activity orientedes..e.evsessssRosult oricnted evaluaticn
: evaluation

* Discussions with my colleague, Ms, Deepti Sethi have been helpful
in developing this model.
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Technoburggucratic 580s i They are initiated by tochnocrats (experts)

in a particular fielc at tho instancc of the governmuntal aguncics, and
so they wcerk through buriaucratic structurecs and zdupt sectoral and
incremcntal approachose. Thoy usually fail to take an integroted porse

pective becausc of the bias of thcir oxpertise.

Jechnocragtic 500s 3 They are initiatcd by oxperts such os scicntists,

actademicizans and tuchnicians, They usuzlly adopt a scctecral and incree
mental apprcach and aveid confrontation. Their primary focus is uon
their cwn organization ospecially on their cuwn Capabilitics and

expertisc,

Reformist SDOs ¢+ They are initioted by sccial wcrkers having empathy
for the underpriviloged, as a censequenco, usually, of their ideological
affinities with religious, social and political eroanizaticns, to which
they are constantly oriented. Theirs is a residual strategy which

tries to pick up the suffering individual for remcdial troatment. They
are concernod about the nceds of tho individual, but n.glect groups,

avoid confrontation and arc: not intercstcd in structural changes. Thoy

foster strong emetional ties with the pecple end one of their greatest

appeals is their adhecrence tec the traditicnal relationships.

Radical SD0s ¢ They arc initiatod by activists. Thoir strategy is
characterised by colloctivis: uorientation, conccrn for structural

change, politicalization and confrontation. Their oricntation is pri-

marily to themselves, with the tap priority always given to their own

value systom. Most of these organizations turn anti-government. Somc

of them may be politically neutral to start with; but they cannot remain
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so for long. This is becausc thoy work fur structural changes which
wottld soon be branded as anti-govarnment activitics. Thus tnoy wventually
fall into ‘opposition' campus,

Tha four basic typus and their most important characteristics arc graphic=

ally representcd in Figurc-4,

Figuro = 4

CMASSIFICATION AND POSITIONING UF SD0g Ob EIGHT
IMPORTANT DIMENSIONS

Orientation

A
Extra-Crganizational\

Orientation

UoTIEUBTIN

It is obvious that each type of SDO has its own strongths and weake
nesses. In general, the task of OD in 5D0s may be described as one of
maintaining and reinforcing the strengths and developing thosc aspacts in
which thers is a weakness. For example, the bureaucratic 5D0 may gain by

developing people, valuc and noed orichtations. Similarly, the reformist
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and the racical SDOs may bSenefit by developing structures, procedurss and
expertise. The detailsd list of differentiating characteristics provided in
Figure=3 may be of help in identifying areas of potential 0D interventions.
However, it may be noted that these characteristics relate to the majority
of SDDs in the extreme groups. Excuptions are bouno to be there and so CO
intervention for each arganization has to be specifically designed in vieuw
of its special needs. Nonctheless, somo broad generalizations can bc mac.

about thc 0D neceds of SD0s in general and of govornmont and voluntary soies

in particular,

V. APPLICATIONS OF 0D IN SDUs

The ruview of literaturoc on SLGs has shown that there ars a fou essent-
ial requiremunts for S00s to be succossful, irrespective of their typos.
These include : (1) a value-system bascd on human wjuality and faith in the
development potential of the underprivileged, (2) an integrated vision of
hunan life, which does not compartmentalize life into varieus suctors, (3} a
client=oricntation that goes to the extent of considering the cli:znts as
none less than the members of the SUC, (4) rospect for the work of others
and readiness to collaborate with thom, (5) ability to withdraw uhen the
clients becoms self—sufficiuﬁt, and {6) o philosophy of work that wculd
find a reward for work in its performance. Fur develeping thesec zspucts,
the conventional OD=kit may find itsolf ill-sjuipped. Figure-5 shouws tho
CD requirements corresponding to each aspect. Thus, 5D0s mey ncud help in
the areas of value management, perspoctive management, participation manage-

ment, dependsncy management and withdrawal managomcnt,

There is, of course, a schooi cf 00 thought which believe that it is

bstter for the 0D consultant not to touch the valuss and ideologies of the



figure = 2
DﬁGﬂNIZATIDNAL REgUIHEMENT TYPE QF 0D
1. Development of valuc system and Eultural (or value-oriented) 0D
philosophy of work
2. Intagrated vision of life Dovolopment of inter-sectoral

porspectivus

3, Clients as memburs of the Ciient development; Client
organization participation managemant
4, Cowordination with other Duwclopment of political com=
agencies petonce Inter-organizational
dovaelopment

5, Ability and willingnoss to leavo Withdrawal managemsnt
sverything to the developed
clients

prganizatiun because that might provoko conflicts in the organization
é:"(-'III!'!at‘.t’.c:padhyay and Parock, 1982). However, in the contoxt of SDOs, it is
felt that OD should start with the valuo system of the organi zation. It is
important that the SDO holds the valuos of human equality end rocognisc tho
developmont potential of the underprivileged. Otherwise it is likcly to
maintain a donorereceipient relationship with its clivnts, which, as we have
seen would ruin the chancus uf tho latter's devclopment. It is on tho quost-
 iDn of qaluea that somc authors feel that the intcrventionist mzy have to
abandon his professional neutrality and teoke sides with one group or ancther,

including the clients {Boje, 1979; Brown, 1980).

A related question is whethor the consultant should promott any parti-
cular philusophy of work, and if so which. Traditional 0D, especially tha
job enrichment branch, is based on the philosophy that work is 28 natural

and enjoyabls as play. Schuartz (1983) points out the inadoquacy of this



21

philosophy to explain work motivation in many situations or to serve as 2
basis for 0D. He jucstions the velidity of giving sutonomy to cinployecs

on tasks that anyway they must do using muthods that =re also premomin:ntly
pre-determinad. Therc is also thu difficulty of gunerzting jntrincic moti-
vation whan somcbody is paid for thc performance of = task (iLepper zhd
Green, 19783 NNotz, 1975); and most jobs in organizations ara paid. Work

as play fails to explain the focling of sense of responsipility or moral
worthiness agsociated with tha performoncu of assigncd tasks. Morovoer,
many job-unrichment consultants could not oxplain why workers almost alwzys
asked for highwer pay for doing tenriched! jobs while equity thecory ho 1d
that thcy would do it for less. Huncey Schwartz proposes the concept of
'doontic' work motivation, which arises from vivwing work as duty ond
claims that this concept can find answors to many motivational probloms,
and incidentally, would enable tho Ancrican scholors to understand theo
Japanase motivation botter. It is time that the message of the Morse and
Weies study (1955) is ravived, which found that 80% of their sanple would
continue thcir work even if thcy had chough monuy to livu without working,
but only 9% of them enjoyud their worke It is inturesting to ask what moti-
vates the eocial developm.nt workal. Is it the puie anjoyment of serving
others? Or is it the sensc=of=-guilt turned fecling of duty to bring up one's
deprived brethren? The success of many ruligious prganizations in develop-
ment activities and the failurc of many purcaucrats may point to o larger
role for deontic motivation. However, we are not in a position to draw any

firm conclusions for want of empirical gvidance.

A second set of SDC requirements seIve to makc shem Tather 1 ynderbounde.

since the activitios of the SDO are to be undertaken in partnership with the
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clients, the latter aru as gooo as nembors of the S0Cs, which makes the
membership boundarics indefinite and fluctuzting. The SDO's ncued for cole
laborating with other agencies add to this 'underboundodness'. This is why
even the most structured and defincd SDCs such as the bureaucratic ancs
should be consjidered undurboundod. Many of the failures of bure=zucrccy
arise from their not rcalising this and procceding on thc basis of fixoed
plans, programs and rules which can be succassful only in rclaetively bouncod

organizations,

What are thu spocial noeds of 00 im underbounded crganizations? Brouwn
(1980), who calls them undereerganiscd systems, compares thom with ovcre
organisod systems and points aut fivo areas of special attention by the

0D interventionist (sue Figura-6).

Experiance of successful SDGs of fer support for their 0D roquiremcnts
as specified in this paper. For exampli, thc factors that led to the suce
cess of the Aroles (Arcle and Arolc, 1975) include s (1) sttitude training
rathcr than skill training of thc professiscnais, (2) canmunity involvoment,
through explenation and cducation and use of internal rusources, (3) co-
aoperation with government agencies, (4) coordination of the efforts of octhur
agencies, sewing them as resources rather than as rivals, (5) multi=-sccteral
approach which is aimed at achieving health gasls through the community's
priorities, and (6) tho changod role of the physician frem that of an indi-
vidual to that of a leader of a team sorving a community (collectiviat
orientation). Similar findings are obtainud in the six program internzte

ional study of Paul (1984),

The logitimacy of adopting a participatery style under scarcity situat-

ions has boun questicned by the findings of svversl studies in inuustrial
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Fiqure = &
A COMPARATIVE VIEW DF THE FROELEM OF 00 INTERVENTIGN
IN OVER = AND UNDER CRCANISED SYSTEMS

Under—orgagnised Systems

Jver=prganised system

1. Logic pf Injuiry

Deductive and heuristic logic of
injuiry

2. Data Collection

Problem of identifying the true
boundaries and inciucipg all
valid sources of information

Positivist and inductive logic
of ipquiry

Problem of penstrating the
closed boundaries

3. Ethicgl Issue

Viclation of autonomy arising out of
unintentional behaviour~changes in
mambers caused by data collection

interaction.

4, Power Structure

Need, also, for political compstance
to maintain the power balance among
several informal power groups.

Violation of privacy arising out
of the misuse of information

Need for interpersonal competence
to deal sffectively with the
dominant power group

5. Professional Neutrality

Wood, at times, to take sides in the

Uesirability »f professional
interest of thc clients' clients.

neutrality

— ———-,-————-..—_.---—-———.———mn-...--.—s--

Source s'hEéE%Ea'bem Brown (1980).

organizations (Das, 198G and 1981; Khandwalla, 1972, Vroom and Yoetton, 1973;.
Organizations under such situations tend to perceive a crisis and fry to
conso lidate themsslves, and contralize decision-making for optimal uss of
SCarce resources. would it thorofora be raascnable to advocatc participation
and client involvement for SDOs which are constantly plagued by scarcity and
have to operate within a culture of povarty (Moncoze,1961)7 An oxslanation

to this apparent incongruity may be sought in tho differcnces in the primary

objectives of thessg organizations. In industrial organizations wnere the prima
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objective is to ensure optimal use ¢f scurcc menuraes, ceniralizstion may &o
appropriatu, but in SDOs where tho primary objective i to ensure the equite
able use of scarce resources, participation might prove to bu more cffuctive.
In fact, when the scarce resources ar. contrally allocated and administored,
the local organizations are likely to become irrational in their demands and
there is possibility of corruption at various levels such that the more
powerful groups among the beneficiaries will siphon out the rusources at the
expense of common developm nt {(Esman and Uphoff, 1977). Moreover, thorc are
sther problems with tho centralized service delivery approach, sucn as

(1) limited reach, (2) inability to sustain the nucessary local level action,
(3) limited adaptability to local circumstances and (4) the creetion cof

dependency (Ff Korten, 1981}.

The participatory research model of 00 is especially recommenced for
SD0s when the legitimacy of power and resource distribution is questioned,
when client groups are aware and mobilized to influchce their situation and
when ressarchors zre idoologically committed to social transformation
(Brown and Tandon, 1983). Though this rocommendaticn is made with ruference
to the first level intervention (i.c. the intervention of the 500 with tho
community) it is equally valid for the second luvel intervention (i.c. the
intervention of thc consultant with the SDO and the community)}, since in the
case of 800 activities, the distinction between the organization and the
clients is not maintainmable. If one were to identify the most prominent
feature that distinguishes buetween the traditional GO tool of action rescarch
and the recently proposed participatory research, it is thc intensity of the
latter's iclient orientation. A comparison of the foatures of cction resczrch

and participatory research is available in Figure=7. The importance of client
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figure - 7

ACTION RESEARCH AND PARTICIPATORY RESEARCH ~ A COMPARISON

Action Resegrch

1+ The problem originates: in tha

Participatory Research

1,

client system but is identified

Jointly by the external expert

and the clients, usually at
the initiative of the former.

2. The goal of research is the

improvement of the

total

system, and is to be set by
systemic consensus,

The problem originates in the
client system and is iQentified and
defined by the clients thomselves,

2+« The goal of resvarch is the

3. Clicent participation is limited 3.
to giving information and
receiving feedback.

4. Foedback is intended for

system wide shared

5. 'Researcher' means
external expert,

6., Outsids researchers
diétached learners.

diagnosis,

the

area

7. There are only two parties
invelved in the wholc process -

outside reswearchers
clients,

Source 1 Adaptod“f;ba'af

and

Ll S

4,

S

7

imgrovement of the clicnt's situat..
ion, and it to bo set by client
coreznsus,

Clicnts participate in the entire
Prociss,

Fecaoback is intended for educating
clients and strengthening and
mobilizing cliont rssources,

'Researchor!' means anyone, incluc-
ing a member of the clicnt system,
who is involvea in thu process,

Outtido recearchers aro se commicied
and invalved that thoy often become
militart alony uwith the clicnts.

Bueoiges clicnts and outside researche
ers, therc will often be others like
established authoritics and thirde
party fundcrs, involved in the
procpss,

R A A S o e e e e o Ee e me we R me e ae

own and Tanuon (1983),
Hall (1981} and Rapaport (1970).

o:iantation in tha participatory rescarch mede is abvious, and hunco it is

eminently suitablc for @

L in SDOs,

Finally, there is one specific problem of S00s in regard to which con-

ventional 0D can be of help, It is the problem of burn~out, a socecial kind
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of job=stress experienced by profecsionals dealinn with human services,
Burn=out is defined as o state of physical, mental ano emcticnal oxhauste
ion that results from long~term invelv.ment with puople in emetichnally
demanding situations (Pincs, 1962). It is found to be pesitively ccrrelated
with poor physical higlth, slcep probloms, drinking, hecadache, loss .f
appatite, nerveusnsss, backachos, turncver, tardinsss, intention to lczve a
Job, and abcve all with hopelessness and luss of idoalism abcut worke Pincs
(1982) has summarised the roscarch uh the mcchanisms of reducing burncut -nc
groups thoem into twc i (1) maximizing positive work foaturcs such zs crogz-
nizational floxibility, dogrec of autunumy grantod to the staff, pleasant
work conditions, optimal varicty, cmphasis on wcrk sigrificance and perscnail
growth, timé out during periods of stross, zod Suppcrting ana challenging
collegial notwork; (2) minimizing ncgative werk fuaturcs such as large ratic
of clients to staff, unlimited bureaucratic interfcerence, redtapu, pap.rucrk,
genscless rules and regulaticns, reole conflict, rols ambiguity and status
disorders. Obviocusly, many of these f2ll in tho domain of tredition: 1 to
(af. also Kanner et 21y 19783 Pinus and Kenncr, 1982). The problom of brun-
out with spacial reference to social work is stedicd in Pines ano Kafry
(1978)s The struss=reducing capability of CU intcrventions is alse dis~
cussed in Golembi:. weki (1982). Ho provides in impressive list of OO intere
ventions that can reduce stressss arising out cf (1) interactions, (2 stru
ctures, and (3) policies and proceduros in crganizaticne, rowever, hu cauticns
that the comprohensive and long=range changes onvisaged by 0D anc the une
certeintics, conflicts, throats, timo dumanus ans prassures for results
associated with it can be stress-inducing rather than roducing. Hence the

interventionist has to strike a carcful balanco.
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vl 0D _IN GOVERNMENT SDOs :

It has been peintod put in this paper that govermment S00s in gonoral
show a preference fur burvaucratic crganizaticn (see Figure=3). Their lack
of effoctivencess is commenly attributed to this structure. Sjoberg, ot o1
(1966) have pcinted out that bureaucracy with its c¢mphasis on hicrarchy,
specialization, standardization and rules is inappropriate fur SOCs which
require mutuality of rolaticnships, hulistic cencern znd flexibility. Sis
should change thoir model of cperation from zn exp.rt with diagnostic
authority ovur lay people tu a collcgizl qroup lesder who develops seciel

skills and knowledge in the proplec and with the piople.

Within thg bureaucratic structur., thocre arc threc dominant models of
organization adopted by govermment S0O0s; (1) thc Trzining snd Visit Mcdal
or Israsli erigin, (2) tho Extensicn Service Modal of Amorican crigin, and
(3} the Civil Service Mudel of British origin {Vittitow, 1983)., While 1ll
the throe models suffer from the burcaucratic distanco maintaincd betwoon
the experts and the clients, the Civil Scrvice Model with its assumpticns
that as onc rises higher in the crganizatisnal hicrarchy, uhe shculd boocome
more anc mcre authoritarian and concerncd with incregsing the status of cni's
%hdaitiun and less and less concernod with the pucple to be served and tho
work to be performed, is thc most unsuitable for 500s. Unfertunatuly, hoy-
ever, for historical reasons arising from the colonial past, this is the
model that is most prevalent in India. Conscjyuently, the emplcoyces in
§touernment departmoents, especially those at the iower levels, have becoms
8 dissatisfied lot; they are dissatisfiud with the power-griontaticn in tho
departments and would like to have taskeand=growth crientations; they fecl

that the work system is too segmented to produce integratco results, thoy
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arc concerned abcut the lack of opportunitics for devoleping and utilizing
their professdcnal capabilities (Govermment of Indisz, 1984b). The impact

of the bureaucratic structure on develospment programmes may be inferred from
the findings of tho Evaluatisn Report cn IRLP (Government of Incdia, 1984z).
The failure of the programme is attributed tc the inadequacies in develop-
ing infrastructure, inapprcpriateness of the organization and the lack of
coordination among the different agencics handling the different aspects of
the programme. Scme of tho aspects of the organizational inappropriatcness
may bo taken notu ofs (1)} The crganization is suitable only fer gencral
administration, finencial control and supervisiony (2) There is no prcvisien
for sectoral or subjoct metter specialists for pruparing projects and guice-
ing field staff; and (3) Block leval administrative machinery is too weak

to provide an integrated delivery system, probcoly becausou (a) it is under
dual control and/or (b) it has to administer scveral other suctoral pro-
grawmes. It is obvious that the organization is designed nct for the spe-
cific necds of the programme, but the programme is being accommodated within
the existing burcaucratic organizaticn structure. This is true cf cther
ABualoping nations, as may be segen from the study by Ickis (1981) of the
administraticn of development prngrammes in five Central american naticns.,
He found that the major barriers to the effectivencss of S00s are ;3 (1) cver=-
centralization of decision-making, (2) unciffercntiated structurc, (3) dye=-
functional processes such as excessive form=filling, and (4 absence of

5

ilanagers capable of systemic integration.

Thus, the basic incompatibility of burcaucracy and development acdminie
stration arises from the contrul=griuvntation 6f the formor which assumes
gtebility of conditions, goals and rescurces, The task, then, is one of

~allocating the fixeo resources optimally. Howevor, developmunt administration



29

can nover be dene undor the assumption of fixity. It involves bringing
about change anc often exhibits the characteristics of 5 crisis situation
such as ambiguity of authority, status and jurisdicticn, inucfiniteness of
assignment, uncontrolled communicetion, group decisiun, preblem cricentaticn
and a high level of excitement and moraleé. Mcreover, undor such circumstanceos,
the most valuable rescurce wculd be ideas anc they would bo welc.med irres-
pective of their scurcu. and, igsas dc not come from centrol; thocy come from
freedom and sc are hardly compatible with the burcaucratic crganizaticn,
Based on this argument, Thompscon (1964) has propeseu that there is newvd of

a thorcugh revisicn ¢f the cbjectives of development adninistraticn, with

emphasis on the feollowing in particular :

(1) an innovative atmosphere characterisod by staff dovelcpment anc group

auministrative coffort;
(2) operational and shared planning geals;

(3) combination of planning and action, sc that status differonces

disappear;

(4) a cosmopolitan atmosphere characterized by professional rather than

positional groupings;

‘(5) diffusion cof influence in the organization, uspecianlly of
spocialists;

(6) toleration and management of interdependenco through group cohosive=

| ness and communicationj and

(7) aveidance of bureaupathclogy arising out of oxcessive controls on

the one hand and personal insecurity on tho other.

Though these changes in the bureaucracy ars vital for the succoss of

Mdevelopment administration, they arc nct within the rcach of an individual
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0D cunsultant. Bureaucracy, with its enormous iz, multi-layor organizate
icn, transient membership at the subsystem levcl anu vitel interface with
the political system, nceds interventi.n at varicus lcvels of systums and
dimensions (Paresk, 1982). for cxample, changes implemcntec in a department
(fccal system) will be shertelivod unless they are diffused tc the proximate
system and suppcrted by tho politicsl systom, for which similar 0D intere

ventivns are reguired in the latter systems too.

Such wideeranging interventions arc often cifficult 2nu time censuming,
An altornastive is for S00s toc have greator sutonemy. This is not so difficult
as it would ap.ear to be. Paul (1984) shows thast 2ll the six succgssful
programmes included in his intermational study had 'cffuctive autunemy',
theugh they were all gocvernment=sponscros.  The impcrtant thing to note is
that such autonumy nead not be part of the dosign uf thu SDC. It can be
'induced' cr 'earnod! by the programme loadership. Hencu, the first task . f
0D in govermment SDCs is te help the ergunization cacrn autcnomy., Only then

tan ather changes bo taken up and implemontcd,

To conclude this suction, we may summarize the tosks of QD in guvern=-

nment SDOs in Figuro-8,

- aE e —— ——-.-—-—-.—_-—————n—.————-——.v.—-————

Figure - 8
TASKS OF OD IN GOUERNMENT $£0s

1e Development of relative autonomy for the SDG,

Ze Debureaucratization of the crganizaticn by encouraging professicngl
rather than positicnal rolaticns, allowing communicaticn in all
directions, rslaxing norms of hierarchy and rules and replacing the
power orientation af tho organization by task oricntation.

3«  Devolopment of appropriate valuss and commitmcnt to those value s,

4, Client devolopment through perticipatery rescarch and mobilizaticn
of resources and demand,

5 Interorganizational development for cffoctive Coc=oparation and coordjie
Rativn of several agencius toward integratod devilopmont of the clicnts.

——————.—-—---————u—u——-—————_——_w“—-————————-
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VII 0D IN VOLUNTARY SDCs s

If one were to pick up the two most important characteristics of
Voluntary SDCs from Figure-3, they will be (1) hirh commitment and (2) ilouw
structure. One reason for this is that tne core ~embers of such crganizat-
ions are doing the work not for money or any otner matcrial incentives but
to satisfy their own impulses. It is natural, therefore, that they want to
do things in their own way and sg woulcd not like to subject themselues to
any arbitrary leadership or structurse. This hypothesis is supported by a
Comparative study of voluntesrs ang employees by Fearce (1962), who found
that performance variability is higher among voluntewors than among employees,
The reason is that volunteers are more Committed and so would at timss make
extra effort than roguired, but cannot be relicd upon always tao perform at
a minimum lecvel since they can afford to igynore their leaders much more

than employees,

It has been pointed out that all voluntary SD0s are not necessarily
under=structured or loosely organized (Kaplan, 1982). Religious organizate
isns sngaged in social development activities are considered to be rather
tightly organised. This, houwever, is cnly partly true. Some of these
organizations are tightly organised within themsclves. But with referounce
to the spocific social development activity undertaken, they may operate
on the basis of adhoc arrangements. Therefore, the genoral impression is
that voluntariness is antithetical to structure. This is cortainly trug
if the clicnts and the Co=oporating agencies are included (as thay should

be) as the members of the SDO.

Problems of 0D in voluntary S00s, thereforc, spring from the disting-

uishing features of thess organizations, the most prominent of which arc
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loose structure, uncloar Doundaries, high livils of commitment, cxtinsion

motive and empathy. Spccific 0O problems arising out of tnosc charactorict=-

ics are summarised in Figure=5,

—-—-—-—----—--——-.——-——h——-——-—_...-"—.-.——-.-.——q—-—-.--.-—.

DISTINCTIVE FEATURES OF VGLURTARY Suls AND THE

CORRESPCNDING 0D PROB LEMS

Distinctive Fegturas Spocific CD Probloms

1. Loosec structure (a) Lick of clarity about cntry contacts.

(b) Long pre=entry preparations snd nugotiations,

{c) Ncod for gesigning fecdback systoms &gt
torrespond to thc strengths and weaknesscs of
the existing structurcs.

(d) Nced for reticular skills (i.ee the ability to
work effectively with networks).

(e) Inability to get clear guidelines from the
organization

(f) Interporsonal conflicts involving the con-

sultant alsg.

2+ Unclear boundaries (a) Problums of inclusion
(b) Violation of autonomy
(c) Need for political compctence
(d) Newd, at timcs, to abandon profossienal
neutrality
() Need to ‘convenc', rather than mcrely interveonc
with, the system,

3. High degree of Differcncos in the perception of commitmont among
commitment senior and junior members, rcesulting in the 0D
problems of managing domination and depundency.

4, High degree of (a) s6lf-~rejection resulting from the anxicty to be
extansion motive of usc te sthers.
(b) Lack of affection and personal relationship
among the members of the organization,

5« High dogree of SUper sensitivity to th: feelings of othars and
empathy avoidance of hualthy confrontation.

goaice t Adapted from Broun (?bBD), Chattopadhyay and Parcok (1982},

[
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In ordur to deal with thusc and similar 0D problers in voluntary S0Cs,
precess consultation is often recommended to oe the most suitablu intervente
ion (Chattupadhyay and Paresk, 1982; Rao, 1978). Thc ultimate aim of G0,
according to this school, is to cnable the client to install g selferencwing
system, for which the following stops may be adopted (Farcck and Rao, 1974}
(1) goal setting, (2) cultural specificity assessment, (3) resourcos asscss-
ment, (4) rescurces creation, {5) developing a systumic perspuctive, and

(6) creating a sulf-reviewing process,

Tht tasks of 0D in voluntary S0s, thcrofore, rcvolve around the opir-
ationalization of shared valuis, decveclopment of appropriate structures aha
managemunt of depondence and burn gut. Figuro~10 prosents a3 list of OU

tasks in vcluntary S0Os,

—————-————q———q—————_-——.-..——--—-—q—-—_————-——-—

TASKS OF 00 IN VOLUNTARY SDUs

1. Developing consunsus on thg opcrationalizatien of shared velucs,

2e Oeveloping appropriatc structures for implomenting the operationsliscd
valuus and action programs,

¢ Client development and client=interface managumoent.,

4, Interorganizational co-ordination and deve lopmunt,

S. Management of depondence and burn=sut and devulopment of a culture of
mutuality, collaboration and hcalthy confrontation withim thgo

organization.

6. Institutionalizing a sulf-rencwing systom.

VIII CONCLUSIGN
In this paper it was attompted to cxaminc how social development organie-
zations are different from commercial and industrial organizations, and how

the spccial nature of S00s call for changes in tho theory zand practice of
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conventional DU. Thu Spuocial needs of G0 in SbUs as discusscg in this
paper are summarizod in figure=11.

Thu implicstions for OD arc clear. Thtre is neag of a shift in its
focus. 0D will have to develop intererganizational Ferspectives and intoer-
disciplinary approachss. In addition to the structural, tecnnicai and pro=

cess orientations, it will hava to adopt cultursl and valud orientations,

UD NEELS GF SDOS = A SUMMARY

A. General s
1+ Developing values of hungn ejuality and faith in the development
potential of all men.

2. Developmunt of an intugrated purspective of lifo.
3. Client and clivnt-relations deveclopmant,

4. 'Burn-out' management.,

5. Inter~organizational Coordination and dovolopment.

6. Institutionalization of a self-rcnewicg system, which would also
Feviww periodically the rolsvanco of the organizstion's activities
and taka steps for withdrawal when rgquired,

Bs Spucific to Govt., S00s

1. DOwvveloping relative autonomy for the organization (i.c. enabling it
to 'earn' autonomy).

2. Debursaucratization of the organization,

3>+ Helping the organization to unlearn its existing values and learn
NEw ones as outlined in (A).

C. Specific to Vgluntgrx S00s

1« Developing conscnsus on opcrationalization of shared valucs,

2. Developing appropriate structurus for implementing operationalised
goa 15 .

3« Developing s culturg of mutuality, collaboration and healthy caon=
frontation within the organization,

Instead of dissipating itself on all possible organizational goails, it will

have to emphasize cne goal at a timc. The dominant group through which and
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atcording to the noeds of which changes are brought =bcut can i longer W
the top management group, but should be the cliont group, whe used to be cone-
Sidered the pariphceral members ¢f the orgenizaticn. In other werds, the
clients for SDOs arc not the periphoeral hut tho Erimary m-mbers of tho OT (e
nization, Accordingly, the 0U consultant has to, in most Caszs, shift from
the action rosearch mode to tho Purticipatory research mode, Similarly, at
times, he may have to abandon Professiconzl N.autrality anu take sidas with
One group or another; his rgi. is no longer that of 3 mere facilitator, but
that of a consciontizer and even an instigator., And finzily, unlike in cone
ventional 8D whers he has tc help organizations to untrench themselves,

herc his task is to help tho SDOs make themsulves irrelevant and withdrauw,.

In ather words, the idesl Saciecty is onc in which thirc is ne noud for any
SD0s at all; and 50Gs should obvivusly work for that ideal. A future perspccte-

ive of 0D with special reference to S00s it given in Figure-~12,

It is, indced, g simplistic 28sumption to beliuve that all S00s wcula
nced the same type of 0O, Moreover, ng single organization is in nued of
all typos at the Same time. So, as in the Casu of conventionzl 0D, tha
consultant has to design unique interventions for cach organizaticn. The
typology of SDOs developud in this Peper and the 00 requirements of wvach typc
identified may serve as broad guidolinus for the Choicc/design of specific

intervention Strategies suitable for €ach organization,
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4.

5.

9.

10,

Target of
Oevelopment

Ultimaty Goal

dominant group
whosg inteorests
aro to be
protected

Discipline base
Criterion for

SuUcCCgss

Unuurlying
Va lU\..s

Approaches

Nature ang
source of dats

Mothods and
techniques

4gents of
dovilopmant

CURRENT STATUS

Total organization

Entrenchment of the
organization ameng
Clients

Top Managoment of thg
organizatiaon,

Behavioral scicnce

AChiuvement of all the
goals of thg organi-
Zation,

a) Work as 'playt

b) Individual autonomy
ana growth

c) Trust, love, opun-
hcss and concern,

Structural, technical,
and procuss (y

Facts ang foelings from
memmmmsof&m
Organization,

Action rescarch

Experts with a facilite
ating rolg,

-havioral)

DESINED MEw UIRECTION

Alro, clients ang intcr=crga-
Nizzticnal activitjes,
Withdrzwal of the organization
eftir making th., clicnts
selfesufficicnt,

Llints of the organizatign,

Intur-disciplinary.
AChicvimint of selucted goals

relovant to the 0rganization
and its specig] Situaticn,

a)
o)

c)

Alsc, weork s duty.
Collectjve autonomy ang
wollebcing,
“lso, conflicts
ust of powgr,

and political

Also, culturgl
(valuc~origntcd).

Facts ang fcclings, also from
the clicnts of the
Organizaticn,

Participatory rosezrch;
Scarch confercnces,

Experts with a conscientizing
and somotimes, instigating
rul:‘..

_.__._._______-________-_.__________________,,
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