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Abstract

This paper examines (1) the definition and lconcept' of
leadership as reflected in educational institutions and formal
organizations, (2) patterns and models of leadership in the
western Indian context, {3) the resultant functionality and
dysfunctionality contributing ¢to the health and pathology of
systems and (4) leaderships maodels and quélities relavant for

todays times.

Western patterns of leadership are examined in the
feudalistic, paternalistic, democratic and bureaucratic. The
leadership behaviour is categorized as supportive,‘ directive,
achievement oriented and participative. The five trole models of
leadership in the Indian context reflect the Rama model, the
Indira model, the Virat Purush maodel, the Ravana model and the
Dadhiche model. The patterps of leadership anchored in thr
western cuntext/ and the five role models of Indian context a.
intermixed and emergent styles of leadership are operative in
both the educational institutions and formal organizations.
Educational institutions provide role models for the young which
are then carried forward fo the arganizatians. The intermixing
Ef the two the western and the,indian and the resultant style is

insufficient for todays tésks-of educational institutions and



ii

large and mammoth organizations within the context of society
experisncing flux . and transition. The paper suggests l2adership
who represents and =hares the values of sagacity, integrity,
vision and r=latedness with people and systam stmultansously, A
shift 1is required from a charismatic l=ader to an institutiondl

lzader who gensrates dynamicity and vitality in peecple and

]

tams. In todays tima: leadership needs o create new

1]

1l

traditions and paths and inspire people to a shared commitment to

1

systems, tasks and policias and  a gnsa  af belenging  and
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Introduction

_Leadership in Indian organizations and =ducational institu-
tigns carry two legacies simultanesously. dne is the legacy from
the agrarian sociéty anchorad in traditicnal sacial structures,
rales  and processes. Tha ather is the legacy fraom the west
anchorad  in  tha technological model of industrializaticn with
large farmal systems (Garg and Farikh, 12846) . Educayianal

sted in India for centuries. Theiyr form,
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=tructure and DrocesSes were Unilgus and
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Formal  larges and mammoth work organtzaticns are part of  Indian

r2alify  since tha tuen of this century. Today the link  beabween

the educaticnal institutions and formal work organizations  are
direct reflecting an input output model. For example, society
provides the children who enter =ducational institutions and
adiimational institutions train the young so that they can  enter

formal work organizations. As zuch, the characteristics and

cality - af aducati:onal institution will affect the quality of

[H]

f5rpal  word  arganizaticonsz 10 terns of management tylags, role

£

tzling =ard aualities of individuoals i the organizations.
Siailarly, leadership in the2 educational system will provide role
vadals for individuais ta carry faorward  to formal work

organizations.



Scope of the Faper

This paper examines (1) the definition and cancept of
lzadership as reflected in educational systems as well as formal

wark organizations, (2) models of leadership in Indian context,
~

(Z) the resultant functiorality and dysfunctinnality contriboting

to the health and pathelogy af systems, and (4) finally the kind

8

f leadership models and gualities relesvant for today’'s time= in

(]

beth the sducational systems arnd formal work organizations.

Traditicnally, the Indian society had kings. Th2 kings wsre
nct perceived as leaders_but'were rulers and role models for the
rest  of the= pacpla. Tha kings represented values, traditigng,'
feliafs and ways of relating with peopls. In his trole mcdel as a

king he was expected to hold thz individoals, the collectivity

and tha

4]

yatam 1n coharence and ryle ths kingdom with fairness
ard justice. "As such, the king was a role model which detarmined
the governance in the systemic processes and %ranszactions between
AN
individuals and the collectivity. He was the rapresentative and
held the responsibility ~ and authority to facilitate the indivi—
dual, collectivity and the system function. Today, there are no
bings and kingdoms. However, there ars industries and industrial
ar business ampires.  The individual heading the organizations or
business  empires ars today ' s lsaders. Thair gqualities, l=2adar—
ship styles aéd concept 1s guite different than those eupected

from th2 role models of the king relating to the collectivity and

the systams,



In the traditional Indian society, educational institutions
and institutions of learning were represented by Maharishis,
Rishis, Gurus, Huléurus, Fandits and Teachers. These individuals
reprasented institutions of learning anchored in a spiritﬁa{/and
philcsophical base. The institutions representad values, tradi-
tions, modes of l2arning, rituals, and beliefs, There existed
simultaneouély many such institutions with diverse l2zarning modes
and traditions. Each of these institution had a place and a spare
within the ovarall scciéty. They represented tha dynamicity and

vitality of the leaFning traditions. :

In today's times, thars ars =chools, coll=eges and universi-

i}

th

tias with a structure, administrative Aroc=2ss2s and  stratifiad
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3 anchored in inftarration
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roles, The imparting of knowla:
based scientific t=chniques and skills. Over the years 1t  has
become delinked with history and devoid of values, mades of
meeting life situations and or philosophy and traditions. It has
become diraectly linked w}th occupational oppartunities, achieve-
ment  arientation and caresr paths, With the above shift in
focus, the zignificant role holders of egducational systams nave

tranzforaed  thair rales into managars of educaticnal svstams.

tatus of leaders who have oo laad

un

Their cositions give them the

h=2rs rrather than the +ole models

]
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the amploy=zes and manags= the %
2f yester vears who repraezent=ad  traditions of l2arning and
valu2s, and provided time and space to arrive at beliefs, atti-

tudes  and ways of living 1lifa. Educational systems have become



competitive anchored in comparativism and delinked with the pro—
ress of learning. They have remained focused on structures and
roles and an acquisition of knowledge. The roles are those aof

administrators, teachers amd the taught in the structural form of

the =sducational systems.

ept of Leadership
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Th= concaept of lzadership as we understand today 1s a legacy
af formal work organizations. Studies have revolved around  many
forms, Aaualities, behaviour, traits and styles of leadership in
organizations. The western models define leadership reflecting

tvles ares paterpnpalistic, feudalistic,

four z=tyles. Thazse

il

and bureancratic.

democratic
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These four styles of leadership reflect a transition frum
one ideological postulate to another. For example, feudalistic
ﬁcncept of leadership is anchored in the agrarian model while the
democratic concept of leadership is anchored in political systems
representing  an industrial model. Similarly, paternalistic is
either defined as autocratic or benovalent, while the bureau-
cratic is.largely administrative anchored in the mode of formal
large work arganizat@uns..niy these four patterﬁs of leadership
explain some of %the behaviour styles of individuals in any
system. However, they are not sqfficieht to reflect on the
concept of role models reflecting leadership qualities of indi;i—
duals in both education and work systems within the socio—

cultural context cof the country.

As organizations have. become more complex and formal the
research and studies on leadership have identified newer dimen-—
sions. Faor example, Daft (1738) identifies desirable leader
behaviour in formal work organizations as supportive, directive,
achievement oriented éhd ﬁarticipative. Many of the studiess on
leadership identify “those qgqualities of individuals who in
relating to a set of inaividuals for task purposes within the
arganization setting reflect visibly outstanding dimensions.

These atre also the characteristics of individuals who create

dynamic relationship with collectivity to get the tasks done.



_The.Indian Concegt of Leadership

In any system bhe it education or formal work organization or
that of family the concept of role models anchored in specific
significant individuals prevail in India. Garg (1780) has iden-

tified five role models operative in Indian work organizations.

These role madels can be pastulated to the role holders of educa-—

tion systems.

Garg (1?80) defines leadersﬁip in organization as I"r'efer‘r‘iru;
to authority in interpersonal situation of superior and subordi-
nates”. It further states that "leadership is then the attﬁibute_
of significant person in the role which determines how subordi-
nates will relate +o the organization tasks, In general,
parlance leadership is taken ta m=an the style of exercising of
authority and managerial style as the pattern of supervision. It

also becomes a major determinant of organization health and

pathology™.

The five role models operative in the formal organizations

and education systems are the following:

1. Role centered model of leadership (The Rama Madel)

2. Authority centered maodel of leadership (The Indra Model)
Z. The Goal centered madel of leadership (The Virat Purush
Maodel) _ /

4. Paower centered model of leadership (The Ravana Model)
S. Self righteous martyr model aof leadership (The Dadhiche

Model)



These five role models anchored .in agrarian models of Indian
social design represent five unique value systeﬁs and traditions.

Each role model has one critical dimension which can be easily
translated into exclusive.managerial or leadership style in tAa
formal work systems. In the traditional mode Rama represented
~and held on ﬁehalflaf the people all fhat was then considered as
representing virtue arfd idealism. Translated into formal work

systems the role modality reflects a patriarch who he is the

absolute ideal role.

Similarly, the four other role models of leadership reflect.
unique dimensions of the. role models. Individuals in nrganizé—
tion and education system portray either one af the five role
models or in partial attributes of the other role models. This

'
combined with the cognitive map of the western concept of 1eader—
ship, individuals bring to systems, qualities of relatednéss
which often leads to stress. For example, the Rama model of
leadership translated into tdﬁays organizations and systems means
that the individuals hoiding other roles loose their membership
rales and only become gxtensiunﬁ of the role maodel. Such
processes 6f_tran51ating membership roles into extension roles
.then' adds to the dysfunctionality af. systems. The chief
executive reflecting the Rama model instead of experiencing and
holding his- role as representiﬁg the membership with values

translates it into his role that of a patriarch either

. dictatorial ‘or benevolent. He looses‘sight of operational task



and people realities of_the.system. Hé becomes the model of
tyranny where others have neither the space nor the voice. The
cross—breeding qf the traditional and the indusgrial with their.
emotive and cognitive maps (Parikh, 1988) anchored in two
distinct philusnphiés of 1living creates operative styles of
system management where system considerations as well as people

realities get ignored.

In education systems the above models of leadership do not
represent traditions, wvalues and beliefs anchored in either
épiritual, philosophical or learning modes. Educétiunal instﬁtu—
tiohs in the goal of mass education have canverted themselves
into warehouses of scientific information and kndwledge. Indivi-
duals experience their role as martyrs and victims who 1in the
absence of other occupational opportunities have become educators
and teachers. Education systems compete for resources both from
the gqovernment and individual patrons. An individual is per-
ceived as a leader who can generate resources and from whase
system come students who-are high achievers. There is little of
"value, traditions heritage, or trole models which the students can
look up to for ihgpiration énd as such, internalization. By the
very fact of being in the role the individual seeks homage,
conformity, obedience and dutiful role bound responses. The
leader; in and of education systems reflect self righteousness
and turn themselves into models of self tyranny which demands

complete surrender of individuals and performance within the

given framework. The very. critical dimension of value of



teacher-taught—relationship -and learning gets eroded to giyving—
receiving and therefore obligation and or eventual indifference

to both the individuals or to the learning itself.

Synthesis

Let us take a look at the attempts of synthesis of the
traditional and the technological in leadeﬁship and its implica-

tions for both the formal organizations aw well as educational

systems.

Figure IT

Synthegis of Indian and Western modes of Leadership

Indian
Traditions : Role Models
Spiritual/Social i Fower/Martyrdom
Ferception i
Agrarian Model —--——-! Leadership {————— Industrial Model
of Social H : of Formal Wark
System i Organizations
Coilectivity H Business Variable
Acted upan/Act upon Western Prufit/Expedieﬁcy
Model



Indian organizations have adopted forms of both the models
as well as selectivity chosen processes. One set generates emo-
tive respanses while the aother sat genasrates cognitive responses.
Eoth pull and push the individual in the dilemma of choices.
Ehandwalla (1988} has in his study of turnaround of Qrganizations
tdentified leadership styles which represant the Indian and  the
western  ftradition. One is the surgical while the other i; the
humane. Each leadarship style leads to intended and unintended

consequences.

In both the systems of formal waork organization and educa-—
ticns the Indian role models anchored in  traditioral AgQrarian
social dasign convert themselves in le2adership style to a com—
parative and competitive framzs linked tg resources,  achievement
and performance. In this process focus on traditions, values,
belonging and rtrelatedness with people within both the svstems
gats lost. The interface and relaticnal dimension betwesan the
individual and the membership acquires unilinear and unilateral
dimensian. The simultaneity of relationships, the simultaneity
of both viz. leadership and memberzhip holding values, traditions
and beliefs and both being belonging the same system dges not
arerge. The systems get fragmented into ownership. In both the
formal work organizations and educationatl systems, the systems
2nd  up belonging ta an individual ar a group of individuals who
then become the gate keepers. It is they wha hold and control
future direction and or choices. The rest of the membership
becames the doers and the performers and or the silent majority

10



who have only to perform while the holders of the organization
’

have anly ta command.

In both systems all the five role models of leadership
reflecting their unigue dimension are prevaleni. Mone of these
dimeﬁsions exist in a pure form or in their totality. In the
oparaticnalization of the five role madels and attemptad
synthaesis there is both the functionality and dysfunctionality

and as such reflect the health and pathology in the systems,

Figqure II]

Fattern of Systemic Health and Fathoiogy

Health
Identity Commitment
belonging ' Involvement
Educational Formal work
Systems Leadership Organizations
Footlessness . Over engagement
Stress
Fathology

Urrganization health be that of education and or formal worl
systems - can be defined as “that state of system and people
membarship which reflects belonging and petrfarmance simultane-

busly“. Similarly, pathalagy can be defined as "that state of

11



system and people membership which reflects incongruence and
incohetrence 1n goals, tasks, performance and belonging™. (Garg
1780) Essentially, a system is healthy when there exists shared
tradition, philosophy, mission, aims, directions and energy to
creata institutional procasses. A system is éesentially
gernarating pathology when there are contrary pulls and pushes  1in
goals, obiectives, policy implemsntations, processes of  rowards
and punishments and demands for =zurrender of individuals role

taking and membership qualities.

Attempts at sSynthesis of East and West ta evolve a
leadership guality and style has not resulted 1n =1tHer
arganizations or =2ducational systams bacoming dynamic. Around the
tuern of  the century and arournd the time Df independaence  there
wera individuals with vision, sagacity and direction far creating
institutions of Il=zarning. However, all such 1institutions have
turned themselwves into systems teaching skills and technigques for

4
afficiency. Somewhetre, alone the growth of our systems, our focus

has shifted from facilititating individuals and systems to grow

to development of technology and performers.
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The new parameters which individuals in significant and
critical paositions might like to consider as leadership patterns

are the following.



1. Direct linkage and interface with the membership.

2. Processes of congruence and coherence between individuals
— system values

3. Task authority and shared power

4. Review of reality and regeneration of constant synerqgy

9. Space for contribution, participation and involvement in
policy formulation and task performance by membership

6. Frocesses of systemic and individual renewal

7. Role taking anchored in systemic-individual)l sanctity and

unfolding leading to institutional processas

fill the above dimensiaons imply-thaf there is a constant flow
and inter—-relatedness between the membership and that individual
who represents the collectivity in his leadership role. As said
garlier, in the times of.ygre whan there were kings the king
represented and held the {radition which reflected openness,
accesaibility, and diaicgue about that which was held sacraed and
sanctified and those areas of role taking which were job, role,
task and performance orientad. It may be argued that given
today's complex industrial environment in the context of flux and
transition thz leadership values, processes and orientation  are
not anly too idealistic but'perhaps not realistic. In oy
2xperienc2  in hoth  systems of formal work organizations and
education lack of vayues, and 1instituticnal processes and
aorientations lead to enormous invisible waste of people and

.system potentials and as such systems degenerating and decaying.

13



This manifests itself in rigidities of norms, centralization of
power and decision making bounded structures, narrow roles and

individuals doing their minimum rather than their best.

Let us look at some of the processes prevalent in education

sy=tems and formal work organizations.

Education Systems:

The current saducation .system facuses on gensrating and
imparting knowledge based on scientific information. It
ganerates pressures on children for pefformance and achisvement.
Ehildren- are overloaded with work. They are overengaged in
information based activities. They are compellad to postpone and
deny their childhood (Barg and Farikh 1974). In this process
what the role holders of educational system do net bring forth
are value basad role models, participation and opportunities to
share and explore the life spaces beyond the education system. It
also  ignores that this pressure and form of education has
delinked the bio—physical, social and educational maturitiss of
individuals (Garg % Farikh, .19754). This pattern only focuses on
aducaticnal  achievament linked to direct career cpportunities.
The individual is left to manage and experignce his physical
maturity as well aszs his social mafurity. The leaders of =aducation
system do not consider the total individual in the system as
their responsibility. The education system has become fragmented

into an isalated system,

i4



Tﬁis process of education then creates biulogicai metaphors
of only the brain being utilized more than the other parts of the
body. Social role taking is also postponed and sacrificed at the
altar of acquiring knowledge. The collectivity of students
overengage and over focus on the acquisition, achievement and
performance dimensions. They loose cut on wholesome integration
of bio-ﬁhysical, social and psychological maturities. This
results in higher incidents of pathology of various kinds.
Greater ths pressure for knowladge, performance and achisvement
from the system greater is the emotional stress leading to
emotional break—downs displayed in behaviour problams. The cost
- at the national lavel is wastage of human potentials at the altar
af drugs, drop outs, viclence, ontlessneai and rejection of
bzlornging ta any =ystems or relatienships with peeple. Today s
youth display a rootless, rectless collectivity without a sense
of directicen and or belonging. The educational systems heid by
leadership seem to, be themselves caught in the dynamics of
cwnership of systems and.resources which leaves them very little
time for institution building process=zs in systems of education.
Th= loss of tremendous éumén patentials rests sguarely with the
'leaders 2f thase systems in whose hands lie the shaping aof
destinies of the systems of educaticn and the collectivity of the

¥ouith who are the inheritors of tomartcow.

13



Formal Wark Orqaﬁizatiun=

Indian organizations have witnessed unprecedented growth
resulting from national thrust on industrial growth. Organiza-
tions have qrown frnm small entreprenesurial to _medium, large,
mammoth and global. The environmental opportunities have resulted
in busiﬁess axpansion and prﬁfit oriented performance. That
system and that individual is cﬁnsidered a leader which generates
the largest business profit. The price paid by other systams is
often ignored. For 2xample, in my exxperience with saveral
arganizations the price paid by families of the managers is guite
high. Childrer grow up without fathers, Qmmen live in isclation,
manage the environmentzal interfaces, and men are visitors at home
aften qat remembering the ages of the children or =ocial
ehgagaments of the family system. Organization grouwith 1s at  the
cozt.uf another system. This is invisiblé waste. Managers in a
high profile high stress job experience burn outs and climb up
the corporate ladder too EDOH; too fast and discover the price
they thave paid for it is too high. Many =2xperience no racting,
no  belonging and no anchoring. They find it difficult ¢tao

gxparience fulfiliment or intarnalize their success.

The manag2rs in their role~taking became responsibility
arienft=zd and translata tha responsibilit? cnly to their jobs and
bacgmé the Atlas % Hercules —-- the doers and performers. Their
creativity and potentials remain withheld in abeyance waiting for

‘the individual holding respensibility as leadership ta invite

16



them to bring their creativity. The managers perform, become
result and target oriented and often loose out on the multiple

systemic belonging and membership.

Thera are a large number of managsrs who as the
organizations grow, rise into positions of authority and
responsibility. In the absznce of a systemic and membership

perspective they translate the responsibility and authority into

~+

processes of power and control systems. They in fact deny the
zpacae and opportunity of grewth to  their subordinates. In
r=2ality these wvary zame managers start to compete with their
voungeyr  subordinates who are often professicnally trained. The
suparvisors  in theih l=adership aver supervise and then  condemn
them for being mercenariss, having high expectations, aspirations

#m= too scon koo fast. 8= =uch, all

Wl
o+
1]

s

-

and wanting to changes thae
szts of managers, the susccessful ones, the promoted ones, the=
aspiring ones and the large portion aof nonpromoted ones all
withhold their involvement and potaentials and create processss of

invisible waste through Burn cuits, mass attrition or stagnation,

Thse leadership in  many sSuch organizations which have
experianced phencranal growth are attributed charismatic guality.

Traey have the business 2cum2n, vision, foresightedness and an
ability teo tate along the membership for gtowth and achisvenent.

In tha initial phases of growth the collectivity responds to  the

_growth ocpportunities. However, as the value based approach and

belonging gets masked by focus on target and result orisnted

17



performance there is attrition or grumblings in the corridor.
Similarly, depression, professicnal plateau, overengagement and
disaffiliation processes surface. Organization gets fragmented
into either vertical or horizontal departments, divisions or
levgls and Eystem—iﬁdividual disintegration emerges (Garg &
VParikh, 1986 and Farikh, 1989). The charismatic gualities of
leadershiﬁ over time doe=s not havé processes to build individual-
system interfaces, maturity, reciprocity, shared valuss, belisfs
and beienging. Organization structures become rigid, management

systems turn contralling, and role—-talking as restrictive,

Who is then a leadar and what are the gualities of
- l=zadership in today’'s systems.

A l=ader -— in tcday‘g tim=2s when the Indian sccio—cultural
-~
cantey and the envircoment is experiencing flux and transition
from the traditional mcodes of meeting life situaticns ta a
complex pulls and pushes of multiple roles and memberships of
systems first and faoremost -- is a person who represents and
sharas the values of sagacity, integrity, vizion, and relatedness
with the pzople of tha system. The systemic balonging is of both
p

as asxperisnced in the traditions of the systems. In e=ssence,
there is no leader without tha -alatedness and linkages with the
people within  the framewark aof a sharsd context. This shared

context may be of an educational system, formal wark organization

or af the larger socic-cultural context,

18



The gualities qf leadership and the membership have similar
dimensions and both are anchored in an ideology, a cause, a
purpose o+ meanings in the context. For example, Gandhiji repre—
sented with the Indian mass a cause to achieve independencea. He
represented the aspirations, hopes and beliefs all eﬁbedded in
the cause of independence, courage and convictions. One does not

axrist without the other. As such, th

n

l=adership gualities are

ot

ho

n

2 which engage with the aspiratiens amd hops=s of the

lectivity and are th=n translated inte visiocns which the

P

e,

a

1

callectivity responds to, traditions which can bhe shared and

iointly shaped and wvalues which can be held by both.

There i1s 3 shift from ths charismatic gualibty of  lsadership

shiich  is person bassd to an institctiomal guality of  leadsrship
L]

which inspir=s pecpls to bring th2ir commitment for  themselveas

and the system simultanescusly. The institutional guality of

laadership creates a context wherza membership can sxperisnce
multiplicity of their rolas with a cohesrence. The institutional

l1aader is the ane who can gsn=2rate a vision which the

iMi

collactivity v=sponds too

Z
it
o ol

In =2ducaticrnal s =ms leadarship is net of individuals but

traditions af sexcellerce, lesarning modals representing values &0

-

live by and knowledge translated into wisdom to =sxperiznce 1ife
and 1living processes. It prapar=ss the individual for multiple
‘roles and membership of wmultiple systems sa as to coniribute and

invest in self and systems simultaneously. The visien of

i?



educational systems is to create traditions of learning and
ptrocesses of unfolding in each individual so that they grow as

caontributing citizens. The vision includes excellence and grawth.

Similarly, leadership in farmal organizations raguires inclu—
zion and participation of collectivity in giving shape +to the
growth of the ctganization. The attempt is to creatz institu-
tions nf diverse kinds which invites the mebilizaticn and

z2ployment of resouarces of collectivity to crsate a work ethos of

wr

[¥8

2llanca, guality and belonging. It generates proces=a2s3 of

G
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snvironmantal linkage of organiz-aticns contributing +*o nation
brilding and whers there is pride af creation and meaningfulness

in role performance.
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