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MANAGEMENT TRAINING IN THIRD WORLD COUNTRIES *

INTRODUCTION

}

The third world countries have focused on two

simultaneous central and critical sectors for growth and

_development, These are

1. Industrial and technologicél seétor

2. Social sector

This simultaheous choice of two sector as such,
has determined the directions, defined goals and cbjectives,
identified priorities and designed structures for
operationalising these tasks, goals and objectives.
Governments of most third world countr;es have identified
frontier tasks and set up administrative and Orgdhizational
structures and systeéms to take their countries to new

paths »

The third world countries in accepting the two
simultaneous foci use two uniqﬁe set of stumptions to
sugtain and maintain the thrust for growth and development.
In identifying the focus for industrial and technological
growth they have a ready reference point. They have
accepted organizational models ;nd structures bﬁsed on
complexity of tasks and technology from the west. 1In

the social sector the third world countries have done two

-

*paper prepared for the Workshop African Women, Development Planning
and Management held at Dousla Cameroun during 30 Nevember -
4 December 1987. ‘ .



things. They ﬁave used & comparative frame and alsc
evaluated their own socio-cultural structures and processes
in a negative mode. They have labelled themselves socially
backward, poor in resources (both material and human)
superstitious, over populated, dirty, filthy and lacking

in concepts of health and hygene. In gffect they have -
condenned themselves to all the social ills and labelled
themselves as uncivilized and primitive. They then have
identified a social model from the west as a'feference'

point,

In B0 doing a fragmentation has taken place.
Cognitively, logically and rationally the médels for
industrial and technological §rowth are acceptable an&
understood. However when people who are the implementors
find it difficult to relate with those models interpersonal
situations, The assumptions of 1nter—bersohal models of
west ﬁre anchored in a unique philosophy of l;ving and
social code of conduct whiéh are not cathected to by
people of third world countries. Similarly, the soclial
‘reference points are also not emotively acceptable.

Thus, fhe third world countries have introduced models

for érowth and devélopment which create frﬁqmentation of
cognitive and emotive responses and lead to inefficiency,
ineffectiveness and failurea: These further reinforce thg

negative evaluation of themselves used their culture.



In recent years training and specifically management
training and development has acquired a special significance.
Having identified the two gimultaneous core sector for
growth and development, and having adopted structures and
systems for implementation it became evident that trained
people were needed to make plans into 6perating reality.
Introduction of mass education provided one set of inputs.
Education trained a set of men and women who quickly took
up new roles in organizations. There were many others
who went to prestiglious institutions in the west to
acquire training. With both these atrateéies countries
acquired a core set of people who were ‘trained to perform

the new frontier tasks and take pioneering roles.

These trained people understood the need for
introducing new structures and systems, But when it
came to actually implementing them they encountered'
organization and administrative processes held within
themselves and by significant people in the system
anchored in social, cultural and historical traditions
of the country. These socio—-cultural processes are often
incongruent with borrowed structures and systems, As such,
functional role performance gets influenced by traditiomns
of social structures and processes. Nations in their
enthusiasm to catch up and keep pace with the westerm

world did not give themselves time and space to identify



relevant and congruent role taking processes for the

frontier developmental tasks of their own country.

The realities of the third world countries is much
that growth and development take place at different pace.
Training needs to be perceived in the context of growth
and development of the third world countr#es."Some of
\the eritical contextual and societa’ frameworks that need

+o be understood are :

1. - In the third world countries socleties, organizations
and industries vary in ownership, size, structure and
technology. These are intermingled with in&igenous and
appropriate technology varying in phases of growth and

development.

2. Cultural milieu, social structures and modes of
living, and assumptions about role taking are unique to
each culture, These social structures invariably make
inroads in task structures and as such, role taking is

influenced by the pulls and pushes of both.

3. Processes of socialization provides individuals -
with interplay of emotive and cognitive maps of individual
roles and systems. These have enduring roots and

influence role performance.



4, In the third world countries as distinct £rom the
western world both menrand women a:e undergoing dramatic
role changes. There is a new dimension of role taking
which is introduced és such training design and inputs
need to consider emerging role definitions énd consequent
redefinitions in th? nature of transactions between

individuals both in social and work settings.

5. There is a2 simultaneous shift in at£itudes, values
and beliefs both in home and work settings. This creates
a unigue juxtaposition of the old and the new and the
modern and the traditional. Both men and women struggle
to define their roles within the new space which is

emerging.

On the whole, the third wdrld countries design of
. the social context, philosophy of living, technology of
production and nature of transactions witﬁ the people
are simultaneously undérgoing changes. The earlier
socleties integrated within one frame the desicn of social
living and work. Put together this design gave meaning
to both individuals and societies. Today the two dominant
sectors of living, viz. famlly and work have been fragmented.
Men and women ;ork in groups, are employed in diverse
organizations and work.has acquired a dominant focus.
Thiz has also led to the social living acquiring an
isolated orientation. Social and community belonging



and network of relationships which once were significant
have lost their integrating processes., There is little
time and spa/ce left for men, women and societies to take
a pause and reflect at the emerging demands from the

environment and the fast pace of living.

HISTORY OF TRAINING IN THIRD WORLD COUNTRIES

Last decade has witnessed an increasing awareness
to design training programmes in management. Management
training in third world countrles have acquired a critical
focus and various training institutions have been set up
for providing these inputs to both men and women in diverse
sectors of organizations and industry. The third world
cbuntries have accepted that managers beside their
technical skills and competence, experience of working
for a number of years and job knowledge also require

management training and professionalization,

In todays increasing complexity of organizations,
technology and environment requires a whole new approach
to manage the flux and tuibulence in the environment.
Just as technology becomes obsolete minagewent systeﬁs,
structures and practices are also becoming obsolete at &
fast pace, As such, appropriatg and relevant inputs and
design for management training becomes not only critical

but essentiai for days times.



As third world countries set up formal organizations
ranging from small scale entrepreneurial to mammnoth
industrial manufacturing units as well as service

organizations training focus has shifted in the following

wvays !

1, Cn the joﬁ‘training, time management
2. shift from unskilled, skilled ' o sp.cialization
3. Conceptual and knowledgg based inputs'

4. Functional, organizatipnal and structural inputs
5: Leadership and c¢orporate plannipq

6. Behavioural trgining focusing on‘;otiVation,

comnunication, supervisory skills, inter-personal
behaviour, management of conflict, change and

generating cooperation and collaboration.

T Organization development leading to human resource

development.

All these sbove kind of training have focused on the
three basic dimensions of training, knowledge, attitude
and skills. This training and its need has been anchored

in the assumption of lack, lacunae, people problems and

stagnation. As such, in 'the third world countries training

Y€
is either a reward or a punishment. Both responsegkéot

leading to learning.



Whatever the mode and focus of trainiﬂg - training
did provide cdgnitive understanding, enlarged the concept
of managerial role, helped acquire new skills, 1ncreased
their awareness and perhaps made them aware of different

organizational functions and links.

However, all these inputs across organizations and
different levels of management have not brought about
significant changes in the direction of desired behaviour
of people. Both men and women, managers and administrators
across diverse sectors of organizational and social
sector cognitively accept the direction and the focus
of inputs. However, when it comes to 1mp1eﬁgntation in
action choices newer responses gets blocked either by

themselves or by the organizations.

Third world countries are full of examples where
with all good intentions government and organizations have
identified and set up frontier tasks and introduced new
technology. They have employed educated and or technically
gualified and competent individuals; They have generated

resources for the organizations inception and growth,

In the initial phase of incgption and growth and
introduction of new tasks and roles generates enthusiasm.
People are filled with motivation and involvement to
achieve results. However, slowly and over time apathy and

lethargy sets in, Both organizations and individuals cannot



sustain the role performance based on structureg of ta:k
and technology. They slowly revert to known and familiar
structures and processes of transactions between‘people

and modes of relationships based on social belongings. In
some cases these further organizations with critical

and developmental tasks sustain the momeptum as long as

the charismatic leader who started the organization remains
active. As soon as the charismatic leader withdraws the
processes of the organization reverts back to either power
and political processes oOr traditional sociasl structures
and role processes. The dynamism of the organization,

the values of hard work and ethos of work culture,
mobilization of people to feel a sense ég belonging and
contributing to the growth of the organization gets

eroded and organizations and institutions become a nostalgla

of what once was or could have been,

As such, training as visualized and translated into
knowledge, attitude and skills has provided some understanding,
insights and expertise in technical skills. However, 1thas-
not mdded to bring about dynamicity, action alternatives,
new responses and as such new interfaces with people,

gstruc tures and environment,

The third world countries need to take a serious look

at their organizational structures, task and technology.
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They also need to make a realistic approach of social
institutions, cultural con ext, societal processes, role
models available and role taking-processes. Besides the
three dimensional coordinates of knowledge, attitudes and
skills there is & need to discover congruent and convergent
processes which will cohere individuals and ;rganizations
into a dynamic unfolding. It needs to discover an.ephos
‘of work culture congruent with processes of socletal
institutions. It needs to state the philosophy or work
and living. It needs to discover aims and direction of
organizations and individuals which fosters 1ntegration;
well being and quality of life. Essentially; it needs to
discover those processes which ldentify and discover
positives of the culture, individuals and organizations to
create a synergetic organizations, It is only then new
and relevant definitions of roles and systems would emerge,
new foundations will be laid for role taking and’
sustainance and maintenance would generate healthy
organization. It would contribute to create work culture

and as such effective indivigduals be they men or women.

WOMEN IN MANAGEMENT

Women across cultures and socleties have been part of
working force. As such, work and work roles is not a new
phenomenon to women. Women have traditionally worked within

the framework-of social context, structures and processes.
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Children have been an integral part of‘that context.
Whatkis new in today'g times and sincé last four'decades
is women's entry into management and organization sector,
Women across the world héve been late entrants in the
formal management and organization sector. This entry

of women in formal managerial roles has ¢reated for women
two distinct spaces for role taking. One space of role
taking is that‘of home and family ané the other space for

role taking is work and formal structures.

In these formal work settings women equipped with
eﬁucation, competence and skills enter organizastion.
Being a manager, and becoming paft of management in formal
work settings, is a new role for women. 1In the third
world countries beginning with industrialization both
men and women have entered roles which were once not a

part of their traditional occupational ‘roles.

In the organizational world and in thelr managerial
roles both men and women are part of trainincg programmes.
These training programmes provide on the job training,
functional role taking, concepts of job, link and corporate
responsibilities, issues of leadership, managing subordinates
relatiné to superiors and authority and meeting organization
targets, tasks and objectives. Both men -and women are part

of this training as both are part of formal work settings,
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perform managerial roles, carry out tasks and occupy

managerial status and positions. Both require inputs.

However, as sald earlier training programmes, design
and inputs have generated perhaps clarity and understanding
of a direction. But it does not prepare individuals for
new action responses. As such, some additional inputs
are required for both men and women to facilitate
individuals for new action responses in work settings.

Both men and women require training on issues of role
redefinitions, creating new interfaces while transacting
with authority, colleagues and subordinates-(be they men
or women) and relevant institutions which would hold
together in convergence individuals and organizations.
Similarly relevant and meaningful role models need to be
generated which are viable and anchored simultaneously
in the management structures of task and technology and
new roles which are congruent with the emotive maps of

soclo-cultural structures and processes.

WOMEN MANAGERS: THEIR SPECIFIC 1SSUES

Given the bio-physiological reality all societies
and cultures have dominantly defined women's role in the
sector of home and children. Through processes of
socialization societies define roles for its membership,

viz. men and women. It defines what occupation they will
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carry out and what areas of activities will be their
exclusive domain. Societies also désign the nature and
quality of interaction between its members, the network
of relationships in the family, community, village and
neighbourhood. This process over time has become over
crystallized and over concretized as the only desirable

role for men and women,

Women's interfaces with the environment traditicnally
have been of different quality than men. Women confront
the pressures of these new organizational roles. They
also continue to relate and respond to their traditional
interface with home, family and network of relationships
with the social system. Holding these two interfaces
simultaneously women f£ind it very difficult to £ind time
to explore and understand the nature and quality of
multiple roles, systems and interfaces they are dealing
with. They experience the pulls and pushes'of these new
demands and aspire for making new role responses. However,
the cultural pull of traditional processes of role taking
and the internalized norms and expectations for socially
desirable behaviour is so strong that women freeze and
become immobile to redefine creative roles. Cognitively
they aspire for néw action modalities but emotively they

freeze,



14

As such, women need to be provided time and space
to explore and understand not only the cultural processes
of the past but also the current realities of today's
environment and help discover alternate, relevant and
meaningful responses for today's role taking.‘ Experiences
of working with women managers suggest that the conceptual
inputs brings to their awareness that besides functional
and managerial skills, it 1s alsoc necessary for women to
100k at their own role taking processes both in the family
system and demands for new roles in the work environment.
New roles have emerged for women., However, tﬁeir attitudes
remain anchored in the traditional modality, and as such
relevant and effective responses to new roles and tasks
do not emerge. This also meant that women managers may
have functional and conceptual skills, but in their action

cholices they remain rooted in known and given choices,

Data from the managerial role profile of women in

Africa, Asia and Caribbean suggest the following patterns :

1. Women managers cognitively hold a corporate
perspective of the organization but withhold
participation and communication on policy and

corporate issues.

2. They tend to become job centered and perform their

role based on what is expected of them.
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8.

15

They carry social structures and experience of
authority from social systems to formal work systems.

They feel unfairly evaluated by authority in work

systems,

Feelings of discriminstion and deprivations are
held strongly. Organizations emﬁedded in the
cultural context and women's role in social
structures reinforce these feelings in women of

marginality and secondary status.

Women withhold initiative and assertivéness as it

is perceived as socially undesirable.

Organizations are experienced as not providing space
to grow by learning through their mistakes. As such
they only perform to be perfect. Women hesitate

to take risks or experiment with new responses in

organizations,

As such women managers become the seekers of
immediate solutions and ignore the long term

perspective and objectives of the crganizations.

As organization is experienced as discriminative
it makes women more and more job centered and
efficient. This does not permit a task culture to

emerge in organization. Women managers tend to be
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high performers in isolation. Women as such are
seen as dependable and reliable individuals but

who cannot work in groups with collaborative effort

and cooperatlon.

9. women experience having marginal and limited space

and end up feeling mechanical in their jobs.

With the above experiential framework largely arising
out of experiences of growing up in social systems women
give meaning to their work space and the network of formal
relationships in organizations. They grapple with
themselves and the organizations and find it difficult to
give legitimacy to their own membership in the organization.
In work situation with subordinates they tend to communicate
tentativeness. They also find it difficult to exercise
authority upward as well as downwarde. If they have women
subordinates they tend to be harsh task masters. Women
managers often f£ind it difficult to take initiative. They
ignore the external interface between the organization and
environment, They focus primarily on the internal structure
and process with reference to their role taking. This 1s
similar to the social processes. Women managers end up
fulfilling the tasks and objectives of the organization but

their creativity is held in abeyance.
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Women managers end up feeling conbtrained.r They
hold onto existing frameworks though aspire for changé.
Often this leads to incongruence between individual goals
and organization goals. Women experience the organization
space as limited &nd narrow for themselves. They eni up
then becoming perfectionist and demanding berfection from

others,

Before we can identify what kind of training inputs
can be designed for women to improve their performance,
job satisfaction, career development and explore wider
‘horizons we must understand the social context in which
they grbw upr and what kind of role they;integrate in
themselves. Experiences of working with men and women
groups in Asia, Africa and Caribbean several themes can
be identified. These themes reflect a commonality as
well as differences in intensities and expressions. A
presentation may provide some understanding and insights
to determine and design the nature of inputs. These
themes reflect the struggle of women identity across
cultures to mobilise herself for new roles, visions,
meanings and action choices, her entrenchments, anxieties,
fears and apprehensions, and a continuous struggle to make

cholces to define a new space and a role for herself,
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Childhood and primary setting determines how

womanhood is held by the female child.

Experiences with the significant people determines
the subsequent attitude towards relationships with

authority in the work systems.

Concept of uprooting is strongly embedded in the
women's. psyche and as such, she remains a transient,
She awaits for an invitation to put ¢own-roots.

In the absence of a positive invitation she. experlences

no space and derives meaning through role performance.

The system is experienced as belongirng to others.
In the absence of experiencing any systgm as hers
she brings out role appropriate responéés and finds
i£ difficult to invest in herself. In her identity
she crystalizes a role of a 'guegt', a 'wanderer’
(psychological) in search of her home, texiled’,
‘orphan', an ‘atlas' and ‘hercules’ to-seek legitimacy,
an ‘enigma’ whom others must discover, a ‘victim®
and a 'martyr’ who must suffer and sacrifice at the
altar of home, husband, and organization. The other
alternative is to rebel, defy and deny and end up

being a victim and a martyr.

Organizationally, then women take the role of being
acted upon, and resent it. They find it difficult

to create and build relatedness. They keep searching
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for relationships and get caught with expectations

with these relationships,

Women endrup holding onto fixed beliefs of people
and -systems. Responsgses to the changing environment
becomes difficult a&s they hold onto normative do's
and don'ts, shoulds and should ﬁot's. In so doing

they also become self righteous.

wWomen held the stance - 'I must deserve first then
desire' and h;nd over the affirmation of deserving

to outside., Women rarely positively affirm their
contribution, and investient in others and make a
realistic appraisal of their st;éngths 9nd
limitations. Women tend to highlight their own
limitations. They highlight their lack of self worth.
They hold onte the pathos o% waking uphill and_
swimming upsteam. They hold the socisl monolights

as the source of their passivity.

Organization roles are inference roles, The cholce
to have a'GOrk role is more often l?gitimised on

the basis of economic ﬁeeds, lacunaes, escape from
boredom, mdnotony of living rather than a positive
active choice based on asgirations.' Women do not
grant themselves legitimacy to respond to self based
choices. They. largely legitimise their choices based

on role needs or as infrastructuial support. .
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WOpen internalize the nature of dependency as

part of their roles, They draw rigid boundaries

of inclusion and exclusion and seék protection from
possible ravagement and‘exploitatiOnQ They fear
peoﬁle encroaching on their space. #s'a consequence,
in organizations most women becpﬁe defensive, Past
experiences of exploitation includiﬁg physiéél

boundaries have led to doubt and suspicion of men.

Socialization process from fanily setting makes

women operate with social sterec-types of role of

"men. This processes excludes differentiation

between individual male colleagues. All men are
categorized into a generalized class sfereo-type

of men,

Achievement is exberiencéd as a compensation from

lacunae of past, being one of many, need -to be

- gignificant, need to be unique and achieve, This

leads women to make many compromnises and occasionally

surrender their values or becomes manipulative.

Women find it difficult to state their personal goals,
articulate  their perspective and vision of the
system and wait for an invitation and affirmation.

They can state their needs and wants but find it

- difficﬁit td act vitﬁ convictibns.

\
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.The first generation of women entering organizations
aré pioneers. It is they who have to define concepts of
new definitions of systéms and as such new role taking
processes for themselves, To waif for syatéms to change
ané prepare & context for new role is not only a dlfficult
proposition but an impossible one.. It is only by adding
new dimensions of rédle taking and new constructs of self,
organization st:uctdres, tasks and systems that dignity
respect and partnership in growth can evolve, The women
"today have to be role models for the generation to follow.

WOMEN MANAGERS OF AFRICA: SPECIFIC ISSUES

!

Last decade has heralded a new daén for'women of

Africa. They have entered government sector, private

sector, entrepreneurial roles and ﬁaken up professions

as competent capable individuals. National thrust fer
industrial growth, avallability of education and opportunities
in the environment has confronted the African women with

new horizons and new aspirations., It has confronted them
with simultaneous encounter with multiple role and

multiple systems,

In African settings both men and women in the field
of management have acquired new roles and positions. They
have acQuired management training, have become conceptually

aware Of the new techniques and concept of management and
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acquired skills. Some managers both men and women have
acquired professional competence. They have had their
training in prestigious acasdemic institutions fram the
west. The training is quite appropriate to the structures
and task designed by the organizations end the technology
adopted, However, in their performance of tasks these
managers are confronted with organizational, administrative
and inter-personal transactions which are deeply anchored
in the social, cultural and historic traditions of the
country. These trained managers encounter a whole set

of people who reflect social processes. These social
proce sses get operationalized which are igcongruent with

the new tasks b.th in the government sector as well as

other organizations.

Both men and women cope with éhis fragmentation by
becoming professionals and taking the pioneering role.
They become task oriented and operate within the overall
frames, organization goals, objectives, policies and
strategies. However, in doing this they feel isclated,
and acquire a desperate sense of being alone, often
misunderstood and socially misfits. They experience both
reward and punishment. Sometimes the reward is from their
professionalism but feel punished and misunderstood at
home. Often they feel punished and mi sunderstood at both

social and work settings.
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In effect, professionally trained managers experience
themselves professionally committed, task-oriented individuals
who are concerned with results and are wanting to change
structures, systems and people., They become the atlas
and hercules of the system and become lone performers.

They perform with strength and become the‘holders‘of policy

perspectives,

Cognitively these trained men and women managers
share corporate'goals at both department and organizational
levels, however, organization gets fragmented across
projects, tasks and departments. They experience'personal
digsatisfaction at inadequate infrastructyre, lack of work
culture of efficiency and effectiveness and keep encountering
the duality of being African at one 1eve1:and a professional
at another level, These two dualities fiﬁd it difficult to

be integrated and managers experience stress.

In this context women experience soclal processes and
expectations being reflected in the formal work roles and
organizations. Women are expected to take the responsibility
but not necessarily the authority and power. Here the
. social authority and heirarchy is reflected in organiéations.
Women are to take new roles but are expected to perform
infrastructural and marginal roles. They are to be in

service functions. Social modes of inter-personal
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transactions are reinforced rathar than professional and
functional managerial role transactions. As such,
competitiveness and comparison acquires a dominant mode,
There is comparison between men and women, p;ofessionally
trained and experienced and all other social moéalities

~

gets activated.

The struggle for managers then is to carve out
a niche for oneself, acquire aignificance either nhrough
social and perscnalized skills, through referred social
status and linkages or sheer competence, I1f they relate
with social and political authority structures then it
inhibits in bullding functional linkages. Organization,
its size, complexity of task, and technology demands
congruent rcle taking. However, in the African settings
the characteristics of small organization and larger
societal and family processes acquire convergence in
emotive respo-ises., The task, role processes and
technclogy of large organization require different elements
and characteristics for managerial role performance. These
also require new dimensions of behaviour,-attitudes and ﬂ

values.

Organization often tend to foster structure and
pr0cesses which are closer to social systems., Managers

either respond with similar processes and acquire
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congruence or in such organisation when managers respond
with professionalism, they experience stress and

incongruent.

Organization often promote work culture based on
formal structures task'and technology and proemote profession-
alism. Howeve;, managers here may reflect social processes
and as such create incongruence and lack of coherence

between organization structure and role taking processes.

In Africa and perhaps in the third world countries
most organizations faill to provide consistent direction
and tolerste partial, fragmented functional behaviour.
Managers in such a situation get subjected to pulls and
pushes of contradictory processes. Organization and
individuals either become inconsistent§;r converge to’

rigid structures of both sccial and work systems,

The very transitional character of both the country
and organizations of third world countries suggest that
it is difficult to create clear and distinct organization
cultures. Some retain the social structures while others
adopt prescribed formal structures. Once again the mix
of employees tend to creaté the operational structurés

and culture of the organization,
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Given this content of transition. and flux in the
country, organization and culture it becomes necessary to
understand the natﬁre of this transition and the nature
of both the existing social system and the emerging work
systems. It becomes necessary to understand the values,
beliefs and attitudes, the role models, Fhe concept of
authority and relationship which the managers both mén
and women bring to work and themselves. It is only then
in the understanding of the two systems and the individual
that new directions to integrate the traditional and the
modern values, the o0ld and the new atﬁitudes and beliéfs
would get translated into relevant and meapingful action
choices. It is essential to understand'%he context,
identify cultural strengths, and evolve‘é.framework of
structures and processes which could be hobilized and
translated into effective organization processes. It is
only in such a macro contextual analysislthat would provide

understanding of areas where new inputs can be designed.

FUTURE DIRLCTIONS AND PERSPECTIVES

Models of training, designs of inputs and content
and methodology are held by planners of developmental
action. Most often these are designed on input-output
models. The very nature of input-ocutput model defines the

content and methodology, and the roles of developers and
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the trainges or participanis. The developers identlfy
the needs of inputs based on lacunae, inadequacy, lacks,
These needs are already embedded in a framework from
outside. Having identified what e.)lcists outside and the
lacks training and inputs are designed to £ill the lacks,
restore the lacunae and compensate the inefficiencies.
Most of the developers have identified a problem and they

have the sclutions,

Cross-cultural experiences suggest that women need
training not only in management focusing on knowledge;
attitudes and skills but also on specific issues of being
in management and as managers. Women do acquire on the
job training and skills but theykélso need to explore

the home-work interface which is{unique to them., Men
also hold this dimension of home and work. However, thel
dilemma is allocation of time between the two rather than
grappling with multiple roles and systems; Socizlly and
culturally man's engagement and transactions with the
external environment is legitimised, Societies and
culture legitimise women's transactions with the internal
environment, viz. the family. As such, women have specia
issues with themselves and thelir role taking in the
changing context of the environment, It is important and
critical that training inputs facilitate women to sensiti

themselves to this change and prepare for effective role

taking in diverse settings.
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ROLE DEFINITION, DESIGN AND CHANGE

Given the qﬁltﬁrai. social and work context at one
level, and processes of identity crystali.zation, mle’faking
and action choices at another level, what Xinds of inputs
would facil.itate women in theilr growth, development and
career paths. Traditional training has its relevance.
However, in ny experience keeping socio-cultural reality
in perspective there are other inputs and m;hodologies_
which contribute to learning vauifing enduring quality'
and providiné woméﬁ with role processes to experiment
with multiple alternatives. Figure 1 presents the

gimultaneous influences on the role taking processes of

womerli.

FIGURE 1

INFLUENCES ON ROLE TAKING PROCESSES
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‘The above figure 1 suggests that women neéd to
understand with clarity the demands and expectations of
their role from two distinct and som~times contradictory
systems. They need to explore bﬁrriers as well as
opportunities both in the soclal and organizational cpnfext
to design a‘£01e for themselves which can contribute to

the two systems.

Exploring and un@ers;anding the implications of
the definitions of organizations, structures._systems,
tasks and authority they hold would tend to redefine their
role taking in the organization. These definitions also
influence the nature of relationships with superiors,

colleagues and subordinates.

" The inputs need to empower women to take ac;ive
and participative role 1in polic}es, influence strategies
and be part of structure. In order that women cﬁn take
new actions with convictions it is essential that they
arrive at relevant definitionas of organizations, structure
systems, tasks and their roles in it. 1In the absence of
such a grounding all.inpués will remgin at cognitive level.
They would not derive coﬁrage to act with relevant responses,
discover new meanings for themselvex and systems and act

~

with new choices,
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PERSPECTIVES ON IDENTITY AND ROLE TAKING PROCESSES

~

‘Most inputs to enhance managerial skills and
behaviour change focus on role change. However, this does
not bring about enduring changes. Role is anchored in
identity. Identity is the core which gives meaning to
se'f, others and situations, influences role taking in
situations and determines action cholices to engage with
the world around. Women participating in various training
programmes are enriched in their leamming and get enthused
to implement their learning. However, 6nce they return
home and to their work settings, they confront existing
organization cultures and home settings. Their learning
and logic provides them ratiocnal alternatf%es. But they
cannot implement and translate those learning into vi;ble
actions. Learning then 1is ignored and considered not
applicable or possible to implement in their settings.
Figure 2 depicts the identity configuration where inputs

can bring about effective role redefinition,

Inputs at the identity level can provide women to
design for themselves effective models in their life space.
Inputs at identity level provides an individual to explore
their role taking at social, psychological and symbolic
level.' It helps them to explore the nature of commitment
and personal meanings they give to themselves and the

environment around them, It also provides them space to
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FIGURE 2

CHARACTERISTICS AND PROCESSES OF INFLUENCING IDENTITY
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explore what meanings they give to the people who postulate
their world and how they can discover newer meanings and
modes of relating with them, which add to effectivity of

living space.

It is at the exploration at the identity level that

women can identify why they continue to hold their new space,
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 new roles and links with systems and structures from
gettings of work as illegitimate. It is exploration at
the identity level that women can realistically own up
their resources both at home and work settings. It is
the identity which releases women from frozen meanings,
responses and actions and empowsers them to own up their
aspirations, goals and directions and give them courage
to respond with feelings at the level of the self rather
than remain caught with socially desirable role behaviour
and role appropriate feelings. It is also the identity
which facilitates women to extend to systems and structures
new dimensions so that a new culture and heritage could

be forged.

PERSPECTIVES ON INSTITUTIONS, COMMUNITY AND INTERFACES

Men aﬁd women are members of both primary (that 1is
family and social) and secondary (that is work) structures
and systems. All cultures have over time evolved
institutions of sustainenance, maintenance and survival
communities evolve to define boundaries and provide a
sense of belonging. Be tween community and primary and
secondary institutions there are familiar and known
interfaces which have evolved over time. They provide
people with continuity,. stability and security. No

cultures can survive withoﬁt these integrating processes,



33

demarcation of boundaries and continuities and consistencies.
The cultures, institutions and communities of the third
world countries are confronted at one levelawith process

of erosion of all these three anchors of sustainenance,
maintenance and survival. At another level they encounter
models of systems and structures and roles which are not
only alien bu£ in direct contfaction with the attitudes,
values, beliefs and heritage which they hold. Given the

i simultaneéus erosion the third world countries take two

steps backward to take a step forward,

Perhaps what 1s essential is that social-political
and\educational structures of the third world countries
need to ask themselves what are the relewant and appropriate
man: Jement structures and systems needed to create a°
convergence and ccoherence between socio-cultural and work
structures and between role taking processes and }dentity
crystalizations. It is in the relevant and appropriate
processes that new interfaces between roles and organization
structd}es, systems, tasks and authority. - both emotive
and cognitive maps, can‘be redefined within the framework
of socio-cultural context and identity crystalization of

individualas.

New and creative methodologles have to be experimented
with s¢ that redefinition of values, attitudes and beliefs

" and models of meeting life situations can emerge, It is



only in this context that individuals can nake choices
rather tpan compromises, commitments rather than licenses,
convictions rather than empty slogans and discover their
strengths and courage to act. It is only‘at this level

of exploitation‘and understanding that women can discover
new career paths, add new dimensiocns to organizations,

contribute to a philosophy of living and add to the

heritage of bngs culture and nation.

As‘such, change cannot be an objective in itself,
Behaviour modifications are also inadequate and Insufficient
objectives in themselves. Attitudinal change anchored in
conceptual and cognitive understanding g?e also limited in
thelr approach. It is only when the training inpués or
design, content and methodology can create learning situations
where new responses at the identity level can emerge then
the process of redefinition of ones‘careers, goals and
perspectives can begin, It is then redefinitions of
formal organizations, tasks and systems can emerge aqd as
such new definiticons of interfaces between individuals,
social and work structures, institutions and communities can
evolve. Essentially, then, Qomen and men can begin to |
experlence ; wholesome image of themselves, accept themselves
as assets and resources of vAlue to themselves and the

systems of belonging,



