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SQME PROPOSITIONS 4BOUT INSTITUTION BUILDING

Udai Pareek

Although mstitution building has become a technical term being
used for the process of helping institubions develop through transfer
of knowledge, the term institution building can be used to denote
the process of the growbl;. and develomment of an institution or an
organization which is primarily meant‘ to develop some values and
norms in a society. Institution building in this wider meaning would
include establishing an institution (not necessarily on the model
of an outside or a forcign institute), nurturing the institute through
its carlier yoars, and making sure that the institute passes through
the various stages successfully. Using this broader definition,
institution buildin-g can be conceived as one cnd a continuance, on
the other end of which is institutionsl decay and deskh; one point
on this continuum towards ﬁhe latter end may be institutional
stagnation. The problem of institution building - that is paying
Ve;f'tention‘ 'to-'the process of establishing, nurturning, and making an
institutién sélf-sufficierfc and self=-renewing - is quite
impo rtant 1n India, and has preoccupiosd the ettention of various

persons whé arc concerned with institutional effectiveness, although

they might not have gixfen explicit attontion to the problem. It may




be useful to pay attention to several dimensions of institution

building. The propositions which are stated below sre meant to
draw attention to some of these dimensionse
Goals
One important aspect of institution building is to pay
att ntion to the broad aﬁd specific goal of the institutne concerned.

Two propositions may be stated in this regard.

Fpoposition 1: If the goals of an institubtion are perceived

as important for the soceity, and thesc are seen as challenging,

and further if these are shared by them, the process of ingbitution
building will be smooth.

There are several implications of this proposition. The goals
of the institubtion in the first place should be Seen as important
goals for the society. If there 1s a felt noed for some aspect which
could be fulfilled by the institution, morc value will be given to
the goalas. It is also important thet the goals ars scen as
prestigious and people take pride in associating themselves with the
achiev ments of these goals. Equally important is that the goals
are seen as challenging and those which are not easily attainable,
and the schievement of which may cnhance the image of those who are
associatod with the institution. In such a case the goals will

sustain not only the interest and involvement of the menbers but

will help' in creasing wider intevest of the socicty dnb the institute,




and the institution will be able to attract abler and more

committcd people. Onc of the main factoré for the success of the
first two institutes of management when thesc were established

was the felt need for meeting the goals, including preparing
competent péople for managingivarioﬁs organisations (certainly,

in ﬁhe beginning, the industréal organisations WGré more in the
forcfront). There arc examples of institutions which started off
very well bub elther the goals for which they were sct up were not
well defined or were too narrow or too broad, and the nced for
maecting the goals cither did not exist or was not sufficiently o
crented in advance. To ensure the success of an institution it
is necessary that we pay enough attention to creating the need for
such an institution, and defining the goals in clearer tems. It
would also require working with the potential users or clients

so that a strong lobby for the support of the institute may be
created smongst tiicme

Proposition 2: If the gosls are widely shared amongst the

¢

members of the institubion and these are fairly focussed, the

institubion has good chances of succesS.
The success of various institutes in the beginning established

in Indis can be atbributed to the wide sharing of goals amongst

members who joined them in the beginning., This msy happen elther as
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a result of peovle with some homogeneous ideologicel orientation

eciing together to establish én institution, or by & deliberate

pfocess of discussing the goals thoroughly before the institution

rushes into concrete programmes. of action.. Tt ié extremely important
N

that people who start and join an institute in the beginning are able

to voice their concern and have an opportunity to contribute to

tho identification of goals more clearly. It is egually important

that the goals arc fairly focussed in the begimning. very

institubion which starts as a pobtential effective organisation,

and which seems to cater to important nceds of the gsociety, gets

continuous ﬁrassure for taking over various types of work. 4n

institubion in such a situstion can casily get sucked into endless

activities and maey soon find diffusing itself too thinly« This

mey become a handicap for the growbh of the institution. It is

necessary that an institution resiste the temptatibn of taking on

too much work of diversifiéd nebure for some time in the beginningQ

,

By deliberately denying itsclf opporbunities to go into very

interesting end prestigious arcas, and by focussing on sone

specific goals, the institubte may bo able to preparc itself
thoroughly and it may be able to build largs potential for taking
on important‘diVCrsified work more effeétiVGly in later ycars.'
People

Persons joining and working in an institute are very important

dimensions of institution building. No institution can afford to




neglect this aspect. Three propositions are proposed in this

regarde.

Proposition 3: If the iustitute identifics kav, eommibte

\

people dn the beginning, beforg identifyving the specific programmas

fields of action, the institution has & better chance of develop=

Often institutes face the problom of proving their worth by taking
on specific programmics. In the beginning this may be secn as
giving good results. However, in the long run this nay not be good
for the health and proper duvelopment of the institute. Those
institutes which have invested enough time in the beginning in locating
people, and then preparing programmes on the basis of the expertise
availablc through these people, have been found to have made much
more impact than tho institutions which seize the oppoftunities availm
able in the field and cuickly get into action, and then go on
recruibtinz people to fulfil the obligatibn thay hrve taken.
Kamla Chowdhry (1978) has drawn sttention to this problom. She has
given eXampies of Homi Bhsbha and Vikrem Sersbhai who built
institutions around people rether than arouﬁd programmes. The
institutions can hope to devclop and grow only if they are able to
attract and retain creative persons, as woll as are able to stimulate

creativity amongst people working in such institutions. This can be

gehieved if the goals of tho individuels working in the institute




and institutional goals converge a great deal. Such convergence is

po'ssiblo if programmes are designed in the light of the special
expertise évailable, and- people working together help to define

N in
the special character of the institutc. Unforttma'tely,/the figlds
which are made popular by some well known and cffective institutions,
therec is a tendency for other institutions to quickly come up and
teke advantage of the pOpﬁlal‘ damand having been creabed by’ the
ejﬁ‘f ecbive institutions. The temptation is then to utilise the
high demand by quickly organising the programmes. é,nd swing into
action rather than waiting and investing time and o*l;he;r resources
in getting and building people. Expericnce has shown that this
expediency in institutional development nay not lead to institution
buiiding, but may, in the long run, result in stagnation. Such
an institute lives in s borrowed framework, and responds to the
necds solely projected from outside rather than to the needs which
are devcloped on the basis of a survey of the market and assesgient
of in't;ufnal expertiss and strength of the people wo rking in the
institution. |

Proposition 4: If cnouch trust is not put in people working

in en institution, and they are not given cnough gutonomy to work,

ingtitubion building will suffer.




Management of the groups of éreative people is an extranely
difficult job. Crestivity necds s¢ome autonomy. Aut nomy means
that persons define théir goals, havc opportunity to contribute
to the development of the system of managemenﬁ of the institution,
and have cnough flexibility both to pursue thei; individual spoecial
inberests, as well as work as membors of various teams in the
institution. Such creative autonomy is extramely important for the
sustained development of an institution. This is possible if there
is a climabe of trust in the institution, people at various lcvels
having trust in the ability, competence, and integrity of people.
Such a climate has a multiplying effect; pcople come up to the
oxpectations and becone more trustworthy, which in turn may‘generate
higher trust amongst pecoplc. An institute which contributes through
various measurcs to the building ol such an upward Spiral‘of trust
is able to develop highly crcative teams of workers, On the other
hand, iﬁstitutions which rely more on rules and regulations o ensurs
uniformity and achieving clearer responsibilitics are not able to
develop creative individusls or creostive teams. Similarly, the
institutions wﬁich lay down things very cloarly, and LerdLy cxpect
the individuals to confom to laid out plans, may not be able 4o
genorate process of institution building.  Autonomy should not be

misundcrstood to mean complete frecdom to individuals. hgreeing oun the

gencral fremework, and then putting demands on individuals and groups

-




working in an institution for high performance, would be nccessary

for achi.ving results as wcell as for ensuring crestivity. &Lutonomy
is necessary in the ¢onse of helping individvals detemine the goals,

tolerating some amount of diversity and non-conformity, and cncouraging

£,

experimentation, with risk taking to some cxtent. Without this
kind of autonony, croativity suffers and the process of institution

building gets seb back even in the beginning,

Structure ' .
The structure of the institution is extremely importants The

structure determines to a great extent how the imstitution will
develop its iesources. The structurce will also be able to sustaln
the culture which is being ex eated in the institution. Four

propositions arc offercd in this connection.

Propogition 5: If enoush abtboention is paid to the process in

1

the beginning of the institution's 1life, legs att ent ion will be needed to

it, and enough timg w111 beg avallable to_work on Substs\ntlve aspachs

of the -i t:'g ubional mfk onstho gbher hand, if wvery lithle attention

is given to _the procesg in the early life of the institute, more Lime

will he wasted in process malfursS.

It is very important that the structure stablizes slowly in
an institution. Tho eagerness to provide dbtall"d structure to the

institute from the very beginning, and lay down everything in detail,

does not help in the long term. Early =zttention to detailed




structure of an institute is likely to distract attention fron the

major problems of process which may be extremely important for
institution building., It is an irony that eagerness to stébilize
/ . -
structur! too carly in the institubion 1ife govs against the health
of the structurc in the long run. It may be useful to structure the
institube té the minimum in the beginning, and a lot of attention
should be pajd to the process. The processes would include, for cxample,
how people work, how the traditions are being sct upfin the institute,

.
how goals arc sct, the way people fcel about the institute and the
programées, various procedures and their percception by different
memborse  Questicns should be openly discussed about the programmes,
and varioﬁs other aspects of the institution. Any differences;,
conflicts, dissatisfaction, and oven tensions may be shared operly,
and 2ltcrnative wa} of dealing with them may be discussed. Such
attention to the process in the beginning would free the institute
from attending to these questions later onj attention to these
 matters may become a routine, not requiring much cnergy on the part
of the leader and other mombzrs of the insfitute. It is therefore
in the intcrest of institution building that the deliberate atﬁention

1s paid to the process in the early part of itg 1ife and the structure

is stabilized slowly.
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Proposition 6: The matrix organisagtion may be most suitable

for institubion building,

The expericnce has shown'thatlmatrix type of organisation is much
more sultable for institute building processes, Matrix type structure
of an organization involves people functioning across the discipl ines
and other specialisations. In the matrix systenm people play several
roles, they may take some roles in the vertical position, and some
at the horizontal lcvél. For example, an individual may belong
to a particular discipline, he may do teaching, rescarch and consulting,
and at the same time he may take responsibility for sme activity
in the institute. In order o prepar: a matrix structure of the
institute, the various functions of the institute may be divided
into s¢veral groups, and individuals may be cncouraged to volunteer
for membership in the various groups. For example, in a teaching and
rescarch institution, the various possible groups may be according to
disciplines, the major activities of the institute (1ike admission,
placenent, student counsclling, outside activities, etc.), major
functions (like terching, rescarch, extension work, ete.). By taking
more than one rolec members may Be able able to share several expericnces,
and bring the experience of one role for the benefit of other roles.

On the othsr hand, an institution which is structured according to

specific fields, or spocific functions, = and peoplc belong only to
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those and do not participate in other functions - in the long tem
deprives itself and its membors from mutual learning empebhic relotion-

shipss

Proposition 7: 4n institution which establishes necessary

mechanisms to foster and ghablize the tradition and culbure is_able to

build itself in a better way,

dthough attention to the process and establishment of-culturc
is important in the beginning of the institube, mechanismg to establish
and stabilize these such traditions may be necessary. For exampl e,
in order to esbablish the tradition of respecting for the various roles
without paying wndue attention to the bierarchy and seniority, it may
be useful to establish a mechanism of selecting people for the wvarious
functions for a given period of time, based on their expertisc, avallability,
and oven comparative juniority in the hiersrchy. Similarly, the
mechanism of temporary roles (giving responsibility for a period éf time,
rather than pgrmaﬁent appointnents for them) may be able to establish
a culture of mutuality and collaﬁoration. In an institution.tenure‘(long
term or permanent sppointment ) on the senior roles like headship of
units, or chairmenship of various functions, or of thc'major activities
méy go against the institubions building process. It may be uscful
o be clear abut the type of tradition and culturc which the
institubion would like to build. and then necessery attontion may be

paid to the mecahnisms which may establish such tradition and culturc,

and may boe able to stabilisc thesc.
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Proposition 8: An institution which builds linkases with its

e S

/

mzjor clicnt svstems has more chances of heslthy growbhe

An institution survives only to the cxtent to which it is able
to got thic support Qf the client systoem to which it is cétcring. it
is, therefore, nccessary that the institution functions in close
contacts with the clicnt system. IT an institute works by itselfl
in the "belief that it knows what the nceds of the clicnt systems
are, and tries to meoet these needs without checking with the cliont
gystemsg, it mey grow in isolatijn, and in the long term its effective-
ness will be lost. It is ﬁacessary for an institution to pay attention
amia@bmbrmtﬁ&mhlhm%mswﬁhtﬁaéiaﬁ:ﬂudn. %cwar
to ensurc such linka;es is to have a major represenbtabtion of the
client system in its oxceubive body. Linkages can also be cstablished
by inviting mombers of the clicnt syscem from time to time to revicw
and roact to the various programnc tie institution is organising
for the =lim: systoms. Another way to build links-cs is to have o
free flow from the clicnt systam to the institutc and vice VGfsa;
For example, in a university which is catering to the rural community
it may be useful to usc capable prograssive famers, or efficicnt
artisans, whorpossess oxport knowled:e about their occupations and

the community, by inviting them to share. thelr oxperiences as

experts, and cven participate in soms activities of the university.




in institute of management nay send its faculty bo the various
organisations like industry, or public systams, or voluntary
organisations, for o briof period of timc to undertake specific
work, ancd loarn fron that experience, Similarly, it may sal cctively

encourage porsons from outside organisations like practising manag2is

and the administrators to come and spend somctime in the institute

M)

both for teaching as well as developing vardous other programmes. If
2 school systeom in the rural area is ablo to utilise members of the
community for supervision, buildiﬁg the strengths of the schools,

and for necessary help even in toeaching it may be able to influence
tho comrmnity wuch more than the gystem which thinks that it has

a1l the nocesgsary expertise and ideas fér changing the community

by worlking oub the plons and diffusing idoas.

Culturs

e e e

N

The culture of an institution is extrancly important. it is
only the proper culture which ir able to sustain ei instituwtion
in the long term. Eoch institution has a distinet personelity, and
this is roflocted in what kind of culturc or traditions it is able
to build. The institution strives to develop the uniqueness in terms
of such traditions and cultures. It may be very uscful to pay

atbention to how the culbur:s and ths traditions devclops. Four

propositions are offcerced in this connectinhie
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Proposition 9: Sharing of comion experience and developing

some homopenity of thinking by the verious members of an institute

n its carly 1life would help in the dnstitution building process

e

Although an institute benefits from the” heterogengous experience
which the verious naibers bring to it, some common oxperience and ©
conmon understanding among the early members holps in focussing on the
objectives of the institute. This may cither be achieved in terms of the
common ideoclogy which members have in the beginning, or through
organisations of a cmmon expericnce which may help them to shnr< the
sane values, the same understending, and may bring about the necessary
commitmeont for the development of the institube. Indian Institutce of
Managemont, dhmedabad achicved this by organising a programme for
all the mabers of the faculty, who joined the institubte in the
beginning, to go to the Harvard Busincss School for common orientation
to and understanding of one meothed of te-ching, i.e. the casec method.
This helped in buildinzg a homogeneous team. It also helped them to
develop some basic‘and common understanding and conceptuzlisation.

It is not suggested that‘such a common expericncec be provided by
sending poonle abroad. Sotc mcchanism_should be uscd for providing

some cormen basis for people to come together, end focus their attention
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veory sharply on the najor aspects of the institute.

Tn institotions which have developed and played crucial role

in the country, a common idcological basis has been very gvident.

Howcver, in the later phascs of the institution building, such

idcological sharing and homogenelty may becomo a problam in thoe

process of institution building. Whilc having somc COMION ground

on which peuplz stand together in the beginning, both in terms of tho
jdeology and a COLmOn wnderstanding of the thrust of the institube,

as well as the ways of achleving the goals, may be helpful, if

k) A

sarlicr members begin to denand a price of eonformity to the

ideology, or to tho gensral structurs and methodology of the

institute, from the now members who join it in the later years,

the institibion building processes will be over. Homogeneity 1S

helpful at one stage, but may become a handicep and limitation &t

another stage of its developmente

Prc osibion 103 Mechanisms of catablishing a "lancc between

antonomy of individusl membors and tholr collaboration for common.

poals holps in tho institubion buildine procces.

It may sound very contradichory that both anbtonomy and

individual members as wcll as bihelr collaboiation for various tasks
arc important, but a combination of the +wo is nccessary for

institubtion building. If the institutc domands conformity to its

various goals or to the uays of achicving the goals, or to its
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structure and mechanismy the institute cannot make an impact. There
should be enoilg'h freedon o individuals to try diff erent methods

and to be ablc to deveiop creative vays of mecting the goals of the
institute. However, the institute shoulci also devcélop mechanisms for
promoting collaboration on various tasks among its Iﬁombers. The |
cu1t1\1re of the institute should encourage ‘eXpe.zrimen"oation and
creativity, but it should also encourage mutual respect and working
together in teams. This is one of the main problems‘ in many
institutions., ‘%When enough autonomy and frecdom is provided, a culture
of indvidualism énd exclugive cxistence by mombers of t.he faculty
develops. This is particular true if the institute ompioys people
with higher intellectual‘abili.ty and campetence. The dangor of
professional isolation, and isolated sndeavour, is much morce amongst
intellcctuals and pcople of high ability. Matrix St':.t’uctvure of the
jnstitutg may help a grest deal in developing collaboration. 4lso,

if teans 2re formed for .x«rorking on various tasks, deliberately
eﬁcouraging ‘péople from wvarious backgrounds and discinlines to join
such teams, this may help in building = culburc of mutuality and
collaborastion the process of building a common thrust of the

institute sufferse.

Proposition 11: "4 delicatg balance betuwgen the autonomy of the

&

titube gnd its strong linkages with and support from-outside may

(g

c¢lp in the institution building process.

l

While it is nccessary to protéct the institute from outside control




O and undue influcncc, the institute shoﬁld get the nscessary support
from outside as well aslkoep its doors open to healthy external
jdeas and influences. This is necessary specialily in the beginning
of the imstitute's lifec. If in the beginning the institute in its
cagomess 10 get financial and other tppes of support does not pay
chough attention to the development of its autonomy, and does not
protect itself from the outside influence, it may soon find itself
only playing the tune to the music being provided from somewhere clse.
This may not help in institutional building. Various ways should be
adopted to asscrt the autonomy of the institute in dotermining its
coals, developing its mechanisms, developing its culture, preéaring
its programme, and structuring its system. The institute may
deliberatc on the various existing practices available from other
sources, and adopt What it thinks are useful. It may also develop
its own tradition, culturc and various prﬁctices and mechanisms which
may be quite innovative. When such practices are buing developed,
these may be scen as o threat to the exisbing culbures prevalling in
similar other systems. 4nd %horé nay be a great pressurc for
confomity to those prevalent prectices. The main task the institute
faces at this stage is that of survival as a distinct organisation to
make an impact on the socivty. 4n institute may adopt various weys

of staying away such influcnces. However, it does not mean that it has

R to work in isolation. Thc institute, at the samec time, should get
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enough support from the various sgencies and client systems which
are likely to be critical to the continued meaningful 1life of the
institutc. In fact, thesc very agencics and clicnt systems can be usced

[ 58

in protecting the autonomy of the institutc. Thoy can be involved
) .

in understanding and appreciating what the institute ig trying to

achieve. 4nd thon they can play an important role in ensuring the

autonomy of the'institute to pley such a role.

Propogition 12: The process of sclfmrencwsl throughout the 1ife

of the institution ensurgs institution building.

The process of institution building very depends on how opoﬁ
the culture o the institute is. When membors in the institute arc
given freedom to work, and the culturc encourages discussion on the
main policies, and raising questions to scerch bettor solutions to
the problems, the institution becomes stronger. The valus of
raising questions, openly sharing the concerns, and taking steps to
exanine the issucs involved should be stressed. Sonmetime institutions
which are highly successful, become closcd to new possibiiities and
discourage questions on the policy and practices. The more established

A

and successful an institution is, the groster the temptation it has

to closc itseclf to new ideas. In order to avoid this danger it is

necessary that cnough -ttention is pald to the development of

Various processes of sel ‘mronewal. The institubion should deliberately

take steps to cncourage various points of view ond cnsure that the




process of curiosity and enquiry continucs throughovt the 1ife of

the institube. Thosc who have different points of view to express

and new ideas to suggest should be encouragod. Such a process of

self-rcncwal in the lo

run helps institubion building processcs,

Leadership

There is no need to gtate that leadership is oxtremely important

T

for institution building. This is particularly so in Indis where the

top leadership provides the neccssary conditions for proper growth

+

for the institution. Loadership is also important becausc it

establishes the necessery culture in the institute and may be able

~to hcolp the institube become self-sufficient and indepoendent. In the

beginning of the institute's 1ifc leadersh'p pleys a very crucial role.

W2 hove the largest mumber of propositions in this arca.

Proposition 13: If the leader of the institutc is able to devote

full attontion and time for the institube, he will be_agble to _contribubs

the maxirom o its development.

This proposition moy secin o be so obvious that it hardly nceds

to be stated. However, the reason to statce this proposition is to dis-

H

cuss its implications. If the leader looks for somcthing clsc wiile

-

ho is hoading an institution, he does not give enough importance to the i

nstitute. There have been meny instences of people heading an

institution only as an intorin measur:s, and looking for some other
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opportunitics, using the institution role as only a stepping stonc

to some higher nosition. This attitude of the leador lowers the
status of thé institute, and bocomps a handicap. Moroovgr, if the
lcader has too many other outside commitments, and is not able to
devote full time and atbention to the institute, especially in the
beginning of its 1ife, various processes which nced to be established
for the propcr growbh of the institutc. are neglected. Institubions

have broken down cven in thie beginning of their 1ife bocause the hoads
thesc .
of / institutions had too many demands on his time from outside,
not
and were/able to spend mich time on the institubtion itsclf. It ie

extremely dmportant that the leader is fully involved and occupicd
in the institube, speclally in the beginning of its life.

Proposition 14: 4 non-comnotitive losder helps in the process of

institution building.

Some recent interesting findings by McGclland (1976) have
implications for institution building. McClelland hags found that =
person who has very high achievei:nt motivation (i.,. has a high
need for competition rad for personal cxcellence) become a good
institution builder. /n institution needs a non=competitive lca‘er,
a leader who tzkes pride in the development of his people, and who
docs not fecl threatoned by the achicvement of his colleagues. Such

a leader can contribute to the development of the institute much #orc.

Whilc a porson heads an institution he has to bako a fim decision
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as to what particular role he will mainly bs playing. If he wants to
continue ©o have the professional academic role, and in the process
feels competitive with his colleggues who afo primarily in that role,
he nay not be ablo to build the institute properly. It is not
suggested thet the leader docs not do eny acadanic or profcssional
work. However, as long as hc heads the institution, his primary

rolc should bs to build the institﬁtion, provide opportunitics for
professional growth, development, and fulfilment o his colleaguus,
and teke pride in their achievouwent. Onc who is able to pley up his:
collcagucs and proscnt them as the most compeotent people who deserve
appreciation, is ablc to build strong team and contribute to the
process of institution building. In McGlclland's terminclogy the
lesdcr should be at stmgn Four of power motivetion, the stage at which
r'the concerng of the self zre minimiscd, and the main concern is to
b‘Lllld the orgenisation by using resources which are already available
with the people who are worxlnf~ in th. organisation. Through such o
concern the leader 1s able to influcnce much more than through
directly influcncing and dgtonnining aff airs in the institutce.

Proposition 15: The leadsr who_respocte the rolos of members of the

dnstitute and provides autonomy to thon to function contribubes to

effuetive dinstitution building process.

It is oxtremcly importont how the loader administors the institution.

The general tend. cncy of the leader may be cither to control thc




various functions of tho institution by monitoring every thing, or

by estatiishin: = small group of peoplc around him who may be able

to holp him understend how the institute is working, and help him take
most decisions. Such a leader may not .be able to build the institub ion.
He gives MessRgos of not rospecting the roles. Oncc o person is assigned
a prrbicular role, the leader should rospect decisions taken by that
person in thet role. In fct, he should disciplinc himself in not
interfering in that role and not bocome unduly concerned with how that
rolc is belng perf ormed. dthough he can and should révisw from time
to time with the concerncd porsons their performance in thelr roles,

he should wncouiage the role occupants to take the docisions thamsclves
and not bring up mattoers gither for routine informetion oOT for too

mach advicas By this kind of bohaviour the leader communicstes respoct
for tho roles ~g vell as trust in his peoplc that they can perform

puidancae

&

the roles quitce offectively and thet they would not need much
The lcader who is *.mdul'y concerneds anJ \Ja_l\’lts to understand and
control ov.rything, in tho long run kills the vital aspects of
institubion building, and people begin to pass on everything to him.
Sdlf-sustaining institutions which may b come stromg enough to function
offcetively by themsclves, oven in the abscncc of the formal lcaders,

can be built only by those lcaders who help various membeis of their

institutions to take their roles serviously and do what 1S importont

for thosc roles. Of coursc, the various porsons occupying the roles
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should be held responsible for the results o be achlcved. But
mistakes may bz discusscd and ﬁsud for futurc learning, and neople .
should be encouraged'to try exporiments, ncccssarily in the process
of exporimenting make somc mistakes, but lcarn fast to become

more offective and achieve bettor SUCCOS Se

Proposition 36: Institubion building is faocilibated if tho

egos and to attend to

leader of an institute is to eshablish 1ink

the cxternal affairs of the institute.

&

The leader of the institutd performs several roles. He helps
to build linkages of the institutc with various significant systams,
1like the grant giving systems,\outside agencizs of similar nature,
the ¢lient systeom, foreign universitics or institutions, other
donor agencics which arc 1ikely.to take intorcst in the development
of the institute, cte. This external alfairs function is a veTy
important function for institubtion building., If the institute is
aillc to osteblish strong links with various systems, its image
is stronsly projected, and it has very good chances of stabilizaticn
as woll as for contimued growthe. There is also an accidental
advantagc if the leaders taokes the oxternal offeirs rolo seriously.
If he payé more attention to external affairs, he will 1cnve a lot

of matt-rs Lo be dealt with by his colleagues who share different

roles in the institute. dlso an institute nceds verious kind of

support from cutside. It needs funds; it neoeds verious inpubs;
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it necds support for its programmes in torms of more domands from

the client sysbon; and it necds support in tems of its recognition
‘as an important institﬁtion dring wique work and making significmﬂ;
contribution, for‘ the society. Such supports may be available if
the lesdor of the institute establishing strong linksges with relevant

enciss and organisations, and is seen as a reference person who could

2

aQ

bo approached for any help the institutc can provide to the comaunity
and other systams. .

Proposition 17: A lcader who is preopared to chanee and leain

contributes.u,grcat deal Lo institution building proccssgs.
The head of an ingbitubion plays a very vital rolc, and establishes
several braditions in the dnsbitute. Being the leader he also noduls
~behaviour. Pooslo follow his oxamples, and they loarmn mch more from
his behaviour than from what he says. In order to establish good
traditions in the institute it may be uscful for hinm to provide
opportunitics for people to crifique his own bchnviour and prectices,
and he should listen with pationco aid carc tovwhat is boing said
about his beherviour and other aspocts of tho inmstitute. He should
also rogulerly reflect regulerly on whet he has boen doing and with
what impnct. In the process of reflection the leader may be able.

to analyse the altornatives which wercavailable, or which he did not

think of at the particuler moment but could bo cmplored, and sce how
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nis decision could improve in future. In such a dual process of

csteblisiiing the mechenism for foeodback and critiquing, as well as

‘monitoring mechanisn for reflechion and analysis the leador is abloﬁJ

to combinue to learn end changc. Only z person with high sclf-respect
and sclf-confidence is able to leoarn and chalifCe

ropositicn 18: The most crucisl test of institution buillding

et FRti=rh St el

is to whab oxbent e leader is ablc to disposecss the institute which

he is ablc to build un,

The last proposition in this serics is the most imporbtant. Most
institubes in India have sufforcd and have stagnabed because the
leater who successfully oStablished the institubion was not able to
dispossess it. It is a2 great pity thet many of those who establish
an ingtitute, and arce ablc o contribﬁtc to itSmeffectiveness, think
of themsclves as the woners of the institute, and its culturc of

traditions. Thorefors, they continue to detemine the dircction in

which the institute should go. 4Lfter somebime the leader should

loarn how to got out of the role of leadership and help some other

1]
person to take the rmle of leading the institutce-in the futurc. While

]

it is importent for the lcader to own up the results and be

responsible for thuse, it is cqually important that he lcarns how
dis~

to/posscss the institute. T

a

[

©

e 7

process of disposscssion is the most

H

difficult and porhaps the most painful one. One who cstablishes and

ci
=

leads =n institubc finds it @ifficult to resist the temptation to
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nggve" the institute from going into a differcnt direccticn. &nd the

person may” continue to determine the dirccbion and working of the

l institube cven after i formally leeves the institution and the mle of ;
the chicf exccutive. Thore ave cxampleg of institutions which have

1
‘ |
stagnated bucauss those who hesded the institute rcfused to lcave their {
ositions ev.an after they have had formally seversd thelr relations v
|

|

|

|

|

|

|

1

\

|

|

|

|

|

|

1

with the institutec. In meny cascs thoy contimic to determine the

offairs of thelr institutions even ofter they are dead. One rarc:
example of such dispcsscssion 1s thetb of Ravi Matthai who headed the
Indian Institute of Management, dlmedabad. Although he had done

marvellous work in establishing and building up that insgtitute as

o

the strong one, after about 7 vycars he felt that time had come

for somcbody clse to teke the leadorship role. He handed over the

leadership to anoth.r colleagus, continucd in the Institute, and
rofrained from influcncing the decisions. This deep self=respect,

only out of which the capability of disposession davelops, conbribut s

J%

to the process of institubion buiiding. This docs not mean that bhe

person ccasus Lo conbribute. However, his contribution is in
different ways, and he does not influcnce unduly what happens in

is
the institubion. One of tho important things for o leader/to devalop

this capability. It may be worthwhilo to design sp.ciel programmes

to help people learn the procsss of dispossessions
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