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EOUCATIONAL ACTIVITIES
Udai Pareck
Indian Institute of Management, Ahmedabad
Increasingly thce public is stressing the social responsibility of
Business Organization., Such responsgibility is much greater in developing
countrias, Tha emarging obligation of business has besen stressed in relation
to four areas of “"business-socisety conflict" s the environment, minorities,
consumers, and institutions of the socisty such as thse church and the
universities (Sethi, 1974), It is realised that the obligation is not 2
one-way affair, the business organizations doing something for the society
or for other organizations, The relationship in social obligation is that
of mutuality, and complex linkages characterize such 2 relationship among
various institutions existing in the society. However, business organizations
often have views of their social responsibilities that oppose those of the
societies in which they are located. This is particularly trus for

multinational organizations,

One of the concerns in organizations, as in the environment in which
they exist, is to adopt some msthods of systematically influencing various
individuals and various groups of psople, An organization, or a unit of
the organization if the organization is too large, develops its own culture,
and influences people who come to work with it, The organization deliberately

or unintentionally influences several sectors of the society in which it is



located, The act of planned influence in the development of new knowledge,
§kills, attitudes, values and culture by an organization can be tcermed as
its educational activities, From the point of view of the organization, the
educational activities could be designed either for influencing the people
who work within the organization, or influencing the society and other
organizations with which it intoracts in the environment. As already said,
this cannot be a one way affair. In turn, the organization is also
influenced by thess institutions and environmental forces. Certain types of
organizations, however, are less influenced by external sources than others
and vice versa, Tha organization learns from such an inter-action and
undergoes some change. This adaptive role of the organization has been
discussed in various chapters in the first part of the Handbook, This
chapter discusses the role of the organization in the influencing its own

people and outside agencies,
ORGANIZATION AND ITS ENVIRONMENT

Figure 1 depicts the complox and dynamic reiationship operating through
the linkages between the crganization and other agenciss and amongst the
agencies alsa, The orginization is intsracting with four main sgencies as
far as educational activities are conccrned. It interacts with ’hs
community in which it is located, with its customers and clients, with the
resourca groups which are directly influential by either facilitating or

restricting its activitiss, for example the Government, and finally



pith the educational systems existing in the community like universities,
golleges, and schools, The inte.actional patterns would be different with
different agencieé. For example, organizational linkages and influence
attempts directed toward governmant are of a much different nature than tha
other three types of agenciss because of the former's control and rqgulatory

‘capacities.

Figure 1 about here

Organization_and the Community

An organization has a great role to play in educating the peopls of ths
community in which it is located. Whether tha organization does it intent-
ionallnysgggtggtiggiaé%ée continues to operate., However, the influence can
be weak and may not be seen as an important contribution if it is not
properly planned. People working in an organization, who are mambers of the
community, spend a considerabls portion of their waking life in the
organization. Thay get socialized in the culture of the organization, One
important source for learning attitudes, nsw values, and norms and, is the
organization, The organization seems to influence the community in the
following four wayss

The organization influe%ces the values, norms, attitudes and work

habits of people working with it. Attainment of organizational goals

requires a discipline and certain methods of working. In pre-industrial



aotleties, for example, a formal work organization developed new valuas and
work habits in relation to its technological resquiremsnts. Nash(1967) has
discbssed the implications of industrialization and has suggested the
following behavioral and cultural characteristicss differentiation from

other subsystems, increase in occupational diversity and bureaucraticization,
increase in labor mobility, srosion of corporate Kin groups, intergenerational
tensions, decreass in ascribed status, stratified class hisrarchy, procedural
system, voluntarism, separation of religion and other spheres of 1life,
fundamentalist movements, and mass culture, Pareek(1976) has suggested the
following dimensions requiring educational interventions on thc part of the
organizations time differentiation, role differentiation, temporary system
membership, boundary differentiation, role hierarchy, reward system, and

use of tools,

When the culture in an organization conflicts with the culture prevailing
in the community in which the orpganization is located, the role of the
organization becomes crucial, On some dimensions, the organization may be
able to adapt itself to the local culture, But on saveral other dimensions,
the organization may have to take an activist role in influencing the
community culturs and in creating new norms and work habits,

The various interventions used by an organization in influencing the
Gulture may be those of designing of the organizational structure, systems
and mechanisms, as well as of planned sducational activities, It is a great
pity that in many cases, an industrial organization existing in a community
may have no significant effect at all on the community in whiech it is

located. Vidyarthi (1970) has reported that a large number of heavy



industries sot up im the minerzl bclt of south Bihar in India, the part
mainly inhabited by several groups of tribal people, did not result in any
change in the community. Many of these industrius were located in tribal
villages by uprooting the tribal village people, The participation of
people in the industrial eulture was limited only to the uprooted village
in the few surrounding villages. The villages beyond this narrow periphsry

remained totally isolated from industrial activity,

An organization may have modeling effect on the community, The
organization sets examples before the community in work discipline, ways of
working, norms, etc., People visiting the organization and interacting with
it can learn a great deal from such an association.  Most of the social
gervice organizations try to influence the community theo their own
aexamples and thro the norms they develocp. However, in most, cases, the
modeling effect is not so successful, 1In spite of the organization having its
osm norms and values, it is not able to influence the community. One
gtriking example is the institution set up by Mahatma Gandhi in Wardha, a
village in the centrgl part of India. The culture of the institution: was
different from the prevailing culture in tha surrounding areas. Peopls
from allover tha country and From outside the country went to Wardha to
meét Gandhi when he was 1live and lived thers, However, in spite of a

different culture having devcloped in the institution, the surrounding



areas remained unaffected, this in spite of the fact that people from all
around visited the indtitution and greatly appreciated it. But it remained
like a piece of exhibition. This indicates that without snough systematic

planned effort, the modeling effect may not work well,

An organization is able to influence thé community by increasing
awarenass @f the community about certain problems, With saevsral new
things baing done in the organization, the community may become aware
of these things and this may start a process of change. This often happens
when the members of the communi£y are exposed to new things and becoms

aware ofnew pogsibilities,

An organization may be able to infusnce the community by creating now
institutions and new organizationse This may, for example, happen if the
organization takes the responsibility of oncouraging and creating ancilliary
industries, cooperativos to deal with the prablems of collecting raw material
and marketing some products, technical schools té train young poople in the

skills required by the organization and so on.

Organization and its Customers and Clients

An organization has the responsgibility towards customcrs and cliaents,
Many organizations educate the customers in the use of new products. The
whole tea industry in India and Sri Lanka started thro oducati&n of the
potential clients by showing them how tea was made. This resulted in a
basic chango in pesoples! habitsy they took to tea drinking on a regular
basig, This is true of many organizations which market a new product

which will require change in food habits, values, and attitudes,



Organization and the Resource lnstitutions

_ The organization is controlled by seueral agesncies like the government,
local municipality, ete, The organization hag both an abligation for and
posgibility of influsncing such institutions also. An organization may
take definite planned steps to educate these resource agencies by posing
problems to enable them to think about their policies and practices. Ffor
exampla, the banks can pose problems to the government in relation to the
fiscal policiss and can influence thess policiass to a great extent.
Similarly, the coal mining organizations can influence the government
policy for enough attention to the development and preservation of coal
resources. This is happening in countrios like India where ths public
soctor organizations have the responsibility of playing such a role.

Organizations and Educational Systems

The interaction bestwsen educational -- like colleges, universities,
technical institutions — and non-educational organizations is important,
Non esduciticnal organizations —— likg industry not only getting their
employses from educational organizatiung, but they may be able to influence
the educational organizations in soveral ways, By and large, educational
organizapions are more conservative in naturs and follow syétems and cultures
which are not as functional to the achievement of goals as it is in ths
case of industrial organizatdons. On the other hand, since the educational
organizations -- colleges and universities goet the_youth who are shaping
the culture of tommorrow, the noneeducational organizations have a great

deal to learn from time,
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PLANNED INTERVENTIONS OF EDUCATIONAL ACTIVITIES

To maka the influcnce effective, esducational activities should not be
left to chance only and to unintentional benzfits from the interaction
between the organizations and tha various othser agencies. More direct

responsibility for planned interventions arc necessary,

The various interventions can be grouped into two broad catoqories
process intervantions and structural interventions., Process interventions
pay attention to the development and utilization of basic processea, Process
interventions help to demonstrate and dramatise the dynamics to increase
awareness. Whel people axpericnce the dynamics in a laboratory situation,
they may be motivated to change their behavior. Secondly, process
interventions help to increase the awarcness of peaple about the various
pracesses involved in the situatisn, As Pareek(1977) has discussed in
relation to collaboration isa complex phenomenon, and many conditiuns
promote collaboratisn. Process intervention help people become aware of ang
recogni. 3 such conditiuns, so thzt thoy may be abls to take action, Thirdly,
process interventic.is help people look at themselves and help in what can
be called self confrontation, As Pareek (1977) has discussed when an
individual is able to analyse his own motivation and realize that ho has a
tendency either to use collaboration in a minimum way, orAmhen he uses
. collaboration it is a dysfungtional type of collaboration, he may be
greatly disturbed; and such disturbance may lead to change, and development
of real collaborative motivation. And lastly, process interventions help
individuals to provide opportunities to expeéiment with bshavior, and

8xplore what new methods they can adopt. Such experiencing and experimenting



is the basic approach to change of behavior. Process interventions help in
providing such opportunities, Training>5nd Organization's Development are

the main process interventions,

Like process interventions structural interventions are equally
important. While the main role of procass intervention is to craate
motivation and work on the dynamics, the main rols of structural interventions
is to consolidats such changc, makc it a part of the organizational life,
Structural intesrventions serve saveral functions. In the first place,
structural interventions provide cpportunitics for the new values and
behavior, Ffar example, when their motivation for colléborationAis high,
structural intcrventions provide them opportunities to collaborate whcih is
likely to sustain that motivation before it dias aut, Secondly, sturctural
inkervent ions rainforce the_new values in the system, For exampls, if
tollaboration is encouraged and rewarded, there will bu a greater tendency
for people to collaborate. Structural interventions build higher pay off
for the ,.aw behavior in various forms, cuntinuously rcinforcing the efforts.
In the third place, these intsrventions legitimise new values and bshavior,
and do not leave it to informal arrangeméents, for example, by formalizing
systems in a way in which pesople collaborate, the valus of collaboration is
consciously racognisad and communicated by the organization, and the process
of legitimization helps in making it 2 regular part of the organizational
life, In the last placs, structural interventions help to sstablish new
narms, MNorms are important determinants of behaviorj; when such norms exist

ﬁge behavior is likely to be influenced to a graat deal, Pareek (1977)
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has discussed 27 intarventiuns process-and structural interventions for
collaboration, Some educational interventins arc menticsned below.

Spongoring Educational Instituticns

Industrial organizations can sponsor and run institutions of various
kinds, Several organizations have a rosearch sub system with the raspons—
ibility to advance knowledge in that field by doing research on important
dimensions and making thc results available to their member organizatione
For sxample, in India, in the filcd of textils industry, thare ars thrae
such research associations, one of which, thoc Ahmedabad Textile Industries
Research Association (ATIRA), has done significant ressarch on various

process technologies and other aspects of textile industry.

Direct rosponsibility for sponsoring and running an educational
institution may result in the establishment of specialised educational
tnstitutions also, An appropriate action on the part of large organizations
may be to set up institutions in their own field, For exampls, the oil
industry can set up an Institute of Potroleum Technology to train people
to do soms fundamental work in the fiald, sponsor research and create
opportunitiss for psople to do some fundamental work in tha field, If
this obligation is strossed, especially in developing countries, and
various industries are motivated to take it up, there may be a big
contribution to educational and technological innovations and training

in various fields,
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Several private organizations have sponsorad larpgs foundations and
‘have financed institutions of various kinds and rescarch projects in their
own countries as well as abroad. Ford Foundation and the Rockefeller

Foundation are outstanding examplcs of such offorts,

Sponsoring a Project in the Community

One way of responding to the noeds of the community and contributing
to the develupmont of appropriate resourcss in the community may be by
salecting a project which may be significant and financing such a projsct
in the community. Various projects of ecological management are being
sponsored by industries in several parts of the world., It may be useful
to understand and respect tho limitations of the role, howsver, Such
spongorship should develip resources in the community so éhat the community
is able to build up its capability to solvo prob;ems, take initiative and

work on significant projcects.

Action r ~ograms

Several social service crganizations arz sponsoring action procrams which
may help in developing new norms in the community. For exampla, one hospital
in one part of India is invclved in taking girls and boys from sxploited
and neglected sections of the society to train them as compounders and

nurses in the hospital, As a result of this programs attitudes

in the community have also changed,
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Sinea the hospital is highly rospocted and most people go to the hoapital
for medical care, it is able to influence their attitudes much more than
some other organizations. Othzr programs in changing peoples' attitudes
towards health care are being sponsored by several hospitals, In fact, the
role of health care iﬁstitutiJns is rapidly changing from merely providing

medication to'aducating peoplc in wider community health attitudes,

Getting Involvad in the Community

An organization can oducats the community by taking the
responsibility for a much wider community and involving the community
in the organization as well as.involving itself in the problems of the
community, One successful experiment in this regard has boen done by
Kaira District Couperativo Milk Producers! Limited at Anand in Gujarat
State in India, UWhen the dairy was sot up, as an organization,
it defined its ob jectivecs as collection cf milk from local peoplc and
educating them in taking ecarz of tha animals, It made tremandous efforts
in helping people learn how t o take care of their animals, It also
popularized the usa of better breed of animals and introduced the idea
of imsurance of animzls, It has been slowly taking on new rosponsibilities
in the community, such as the construction social buildings, development
of water supply system, "The dairy cooperative in Kaira has now become
tha focus and initiator of modernizaticn and village improvement" (Anon,
1971). As a result, a tremendous change has been introduced in the community.

While being engaged in all such responsibilities, it has maintained the
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standards and has besn pioneer in introducing new products in the market,

Extension Actiuifies

An organization can provide facilities it has for disseminating new
knowledge through its extension function, This may rassult either imr
making the facillties available to thoss who want tou use them by inviting
people from the community, or it may resu}t in an active role of the
organization in going out and demonstrating different ways of doing things.
The extension role ¢f the organization dooes not nocessarily roesult in its

involyement in tho communitye.

EDUCATIONAL ACTIVITIES WITHIN THE ORGANIZATIGN

The organization influences people working in it by developing
relevant norms, working habits and attitudes, It provides the nscessary
knowledge and skills so that people working in the organization could
function mure effaectively, The organization uses educational activities
in the following four ways 3§ socializations, trainimng, organization
development, and structural interventions, Figure 2 indicates how
individuals who come as A, B or C in the organization get organized into
effective work groups thro the process of sducation within the organization.

We ghall discuss these process here,

Figurse 2 about here
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Socialization

Socialization is the process by which paople in an organization develop
necessary attitudes, valucs and norms as a result of their working and
interacting with one ancother, Several studiss have shown houw socilai}ation
is an important variable in helpinj people to learn the sulture of the
organizations Socialization in professional schools has been postuiated
to be a function of thedegree of attituds and value consistency among
signifioant others during the edu;;tional process (Ondrack, 1975). Ondrack
(1975) found that in schools of nursing, the school with the most consistency
among significant others evidenced the greatest socialization and the
achocl with the least consistency evidenced the least shift in attitudes
and values, It was, therafore, concluded that tha degree of socialization
among students does vary directly with degree of attitude and value
consistency among significant others in a schoocl. Studies have been done
on various aspects of socialization in professional schools,

It nas been argued that socialization prucess is laess infuenced by the
curriculum and more influenced by tha behavisr of the significant persons.
Rao (1975) did not find any influencc of the medical college on the values
and aspirations of the students from the time they entorad till they left
the college. He found almast no cifference between the values and attitudes
of students who entered and in these who were in the last year of the
medical college and left the medieal college., Bassad on these findings,

Rao (1975) has pleaded for and has suggested a design of curriculum

which will be able to act as a great socializing force in inculcating

new values and attitudes,
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The reinforcement msthods have been found to be very effective in
gocializing of individuals in the systsm, - for example, the pattern of
authority among the employses of the punitive~custodial prison was fouﬁd
to be closely associated with the pattern for relations between inmates and
employeas which were more “ierarchical in nature (Cressey, 1965). Similarly,
based on the participant observation study in a police training programme,
it was found that the reinforcement mechanisms resulted in lower motivation
and stronger socialization in the culture. Speedy and powerful character
of the police socialization process resulted in a final psrspactive which
stresses a "lay low, don't make waves" approach (Maanen, 1975). Maanan (1975)
has suggested five characteristics to influence the outcomes of
socialization attemptss the formality of the setting, the degrese tu which
new members are processed individually or collectively, the serial or
dis junctive character of socializatiocn settings, the length of thse nswcomers
continuing as a2 formally designated recruits, and ths presence, distance and
vigibility of a coach to assist the new member in the socialization process.

Lammers (1965) found differences in sccialization of two types of
candidates in the navy college and concluded that acceptance of the navy
culture was strongly influenced by socies-structural conditions in the
training situation. He concqued that the cultural difference betuween
the two groups was a function of the joint influsnces of motivation with

respect to the navy, background, and structure of the training situation,
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The main purpose of saocialization process is to build organizational
eommitment of the members, It is by developing common norms and values
that socialization is able to contribute to the composite image of the
organization, Buchanan (1974) studied individuals who just joined thec
organization and those who had been in the organization as mamagers for
gometime, He found that whils personal importance and self-imagc were the
main determinants of commitmont of those who had remained in the organization
for sama time = about 70 per cent variance of ccmmitTent was explained
ﬁy these two faictors -, in the case of those who joined and were in the
-initial stages in the organization, sevon facturs out of thirtesn were
gignificant ~ 68 psr cent variancélaf commitment was explained by these
. factors, These factors were § the personal importance, first year group
attitudes towards organization, organizational dependability,. organizational
commitment to norms, first year job challerge, current group attitudes
towards organization, and peep 9TOUp cohesion, These and other results
show that socialization can be made effective if attention is paid to
the initial experiance people havc in the organizatidn, and the way
parcoive organizational normse If tha initial expsriencc is of involvement
and commitment and the organizational norms are seen as integratad ana
composite, the process of socialization_is fosterad. The organization,
therefore, can take stéps in paying attention to the initial experience
of the members who enter the orga&izatiun, and communicate sharad and
integrated norms., This process can be accelesratcd by training people
into uorking with the new sntrants in giving them more meaningful and
significant experience and helping them to understand and interest in a

pogitive way with the prevailing norms of the organization.
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Levinson (1973) has suggested several stages of the development of
adults and the implications of these for socializatiosn process. He mentions
meptoring system as an important step in tha socialization processe A
mentor is one who helps a young person in his devalopment by sharing the
dreanm and by helping to creats a space within which a nowly emerging seif
ocan take shape and be given a place in the world, In organizations, people

¥

- ean be nominated to play such a role for the new entrants,

Iraining

Training as a educational activity in an organzation is very widely
used, Sometimes, distinction is made between oducation and training,
Education is primarily concernasd with opening out the world to the
student so that he can choose his interests and mode of living, and also
his careser, Training, on the other hand, is primarily concsrned with
preparing theé participant for certain lines of action which are delineated
by technology and by the organization in which ho wurks, Educat;on helps
the student choose and decide his activityj training helps the perticipant
improve his performance in it.- Education decals mostly with knowledgs
and understandingj training deals mostly with understanding and skill
(Lynton and Pareek, 1967, 1973).

Training has to be viewed in the organizational context rather than
as an activity for improving the skills of individuals only. Training
helps influence the individuals so that thay become an integrated part
of the organization, Some recent revisws of personnel training in the

organizations have appearsd (Camphel, 1971; Hinrichs, 1973).
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The focus of training is the perscn-on-the-job-in-the=-organization.

For training to be effective, it should be concerned with the role and
1§gaparing the individual who has joined the organization for the effective
j@le performance, Traditionally, training has been concerned only with
influencing an individual in terms of increasing his knowlodge, changing
his attitudaes, and sharpesning his skills. This certainly is important,

But several forces are relovant in making training much more effective in
ﬁchanging a porson, What the person learns during the formal training
éfrangament alune does not detormine how much he will learn and how much

of what he has lwarned hc will be able to use on tha job, TTraining is a
longer and continuous proccss. This has been strossed by Lynton and Pareek
(1967, 1973). They present a spiral model of the training process in which
throe ma;n phases are emphasizod, viz. pre-training, training and post-
training, This modsel appears in figura 3. J\s may be sesn from this modsl,
geveral inputs in these three phases are crucial, While pre-training phase
;s mainly concerned with expegtations and motivation, training phase is
econcernad with exposurs to opportunities for learning, and post-training
phase is concerned witﬁ transforing loarning to the backhome situation

and stabilizing it in the organizational context,

Figure 3 about here

The view of training as a phased process of davelopment of people
in their roles in an organizati.n envisages the importance of the training

strategy. One aspect of thc strategy is concernced with sequencing various
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inputs in such a way that maximum effect can be achieved and providing
inputs which maximize the synergistic use of the various inputs. Ffor
example, onc of the aspects to be considered in making training effective

is the number of peanle who are trained in a particular area, If the number
ig too few, the effect of training may bo washed away by the pravailing
attitudes in the majority of people with whom they work, Therefore, a
nﬁnimuﬁ concarntration in terms of people may be nacessary. The principle
of a minimum critical concelération is rolevant not only to the member

of people trained but also the usc of input in training, and use of training

in the total organisation.

Ensuring that the critical variables at the pre-training and post-—
training phases are proporly used would also be the cuncern of training
strategy., For exampls, training can be more effectivé by paying attention
to the initial motivation of participants to benafit from training, If the
participant knows in advance that he is being given an opportunity to get
training for his ouwn dsvelopmant, alsc if he is helped %o make this choics,
and if he is helped to identify the areas in which he needs to learn and
improve, his motivation is likely to be highe McClelland (1965) has proposad
a set of 12 propousitions about enmhzncing an individual's motivation and
maximising the affectiveness of training, Among the motivational aspects
of training stratocgy is inculcation of an activist attitude, De Charms
(1972) -has shouw,that a part of theincrease in academic achisvement of
students was directly related to chanje on "origin" variable- as contrasted
with "pawn" imags, Mehta (1975) has discussed in detail motivational

training as a stratcgy for educational motivation,
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Designing »f the training srujrams is getting increasingly more
attentions. The emphasis on the use of exparience in training has led to
increasing use of cases on ths une hanc and af.deuices to create and
geﬁarate experiences in the classroom on the other, Several sources are
now availablse for structured exercises which can beused ta generate
expariences in the class - a saries of Handbooks edited by Pfeiffer and
Jones, annually as well as occasionally 1969-1976, are an example,

Accounts of various technigucs of training are available in sasveral
books. Lynton and Parcek (1967, 1973) havc discussed thas comparative
requirements for the effcctiveness af various methods, Hinrichs (1973)
has classified the various training technigues on the basis of content-
orientation, process-orientation, or mixed onecs.

Increasingly more attention is being given to the gystom of training.
Training is a part of the Human Resourcos Development Systum, and it is
related to the varicus other parts of that systems Paresk and Rao (1978a)
have proposed a conceptual modcl of Human Resourcus System in which training
is linked to other sub-systems. This is sh»wn in figuras 4. As may be saen
from the figure, training is interrclated with various components of

Human Resources Systecme

Figure 4 about hocre
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Hinrichs (1973) has proposed an organizational system for training, as
shown in fdgure 5, in which inputs are of two types, signal and maintenance,

and the outputs are in torms of achisvement and nesesds satisfaction,

Figura 5 abaut here

Organization Developmoent

Organization develapment in recent years has emerged as ane of the
most important systems of intervention to doal with problsms of managing
total change in the organization. The main focus of organization development
is on the change-process, and theuss éf applied behavioral science is maie
to work With the total organization, including the top executives for
gystematic and planned change to be introduced in the system. Sevsral
good accounts are available about organization development (Beckhard, 1969

Fordyce and Weil, 1971).

Organization develapment works on a set of values and styles to
inculcats those values in thesystem with which the work is done, Pareek
(1975) has suggestad scven important values which organization development
emphasizes and tries to develop in the organization, thus changing the
@asic culture of the organizations opennsss, confrontation, trust,

authenticity, proaction, autonomy and eollaboration~0CTAPAC. Probably,
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Golembi weski (1973) has given the most comprehensive account of the process
dimensions involved in organisation dovelopment work, Organization
development influences individuals through working with tsams in an
organization and using a systematic effurt in which various interventions

are woven into a2 strategy of change of the total system.

Structural Interventions

In addition tc training and organization developmant, various
stuructural changes introduced in the organization alsoc act as educational
activitics if they are introduced for a particular purpose, Any changes
in the values and norms of the organization can better be introduced and
sustainad thro relevant structural changes. FfFor example, participative
management proposed by Likert (1969, 1967) has implications for providing
education in the organization thro structural interventicns, The introduc=-
tion of task forces which gut across the departments and across the levels
of hisrarchy in an organization may becoms educativc forces by helping
paople learn collaburative values thro working together, Thus, educational
effort in am organization is not confinocd only to process activities.
Pareck (1977b) has given examples of combining process and structural

interventions to develeop collaboration in organizations,
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LEARNING PROCESS

Educational activities would require a close attention to the
lesarning process. The changes introduced as a result of the educational
activitiss should be faster and sustained for a longer time, Learning
may be defined (Paraek 1977a) as the process of acquiring, assimilating,
and internalising cognitive, motor, or behavioral inputs for their effsctive
and varied use when required, and leading to enhanced capability of furthaer
self.-monitored learning. Four sub-systems are involved in the process
of learning ¢ the incluencing organization, the persons involved in the
influence process = trainers, the organizations receiving influence, and
the techﬁology af influencing - lesarning or training technoleogy. Pareek
(1977a) has suggested a model of the dynamics of tha learning process,

This is shown in Figure 6, The most significant sub-system in this

model is that of process. It may bo important for an organization to
examine to what extent its educatisnal activities are haelping internally,
" or the outside agencies liks the community, to develop capabilities of
discovcery, oxperimentation, col;abarative effort for learning, and

designing systems aof self-development.

Figure 6 about here
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In the learning procosses values of the influencing organization,
and of those wha payrticipate in the influencing act, like trainers, play a
crucial role, One dimension of the vilues ig the model of man the influencing
organization uses in designing the educational activities, Praobably two
dimensions are important in determining the model of man(or values to operate
with people), One dimensiocn is of social awarencess, and the other of
heman nature, Regarding social awarensss, two ’exg_:jm roaitions wsre held
by Karl Marx and Max Weber, the former eﬁpﬁgtically asserting the primacy
of social reality - of power held by the classes, and the latter that of
ideas and institutions, Regarding human nature, the contrasting positions
ére represented by the clagsical western proselybkising stance - man is
basically ignorant and need to be "convsrted" to awarenessj or man with
basic animal nmature is motivated by fulfilment of physical needs - on the
ons hand, and eastern faith in the goodness and godliness of man, and
emphasis on self awareness, symoblised, amongst others, so dramatically by
‘Mahatma Gandhi. The former position culminated in Taylorism and work
systematisation, and tha latter in huminism more racently represented by
Freire (1970), Maslow, Rogers (1969) and others. Not that thase people

directly borrowed from Gandhi or other Eastarn Thinkers, but the impact

did percolate.
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In che context of infiuencing thro education Carl Rogers (1968G)
.represents a strong .rend’regarding valugs a..d thé modal of man. His
non-directive teaching emphasized "nurturing self-direction and fulfilment"
‘of the learners., His faith the learner as a resource is immense, Although
Bruner (1962) comes from a different tradition, his emphasis on exploration
and enquiry has made contribution to thse theory of instruction. He
emphasises that cognitive learning takes place best through enquiry,
through the learner's own motivations. He emphasized "autonomy of self-
reuard" as against outside rewards.. Paulo Freire (1970) mixing Marxian
understanding of society with humanism, has contributed the concept of
fconscisntization' - arousal of man's positive self-concept in relation to
‘his environment and society through a liberating education which treats

learners as subjects - active agents - anc not objeets - passiva recipient,

Skinner (1971) the most known porson in the field of learning has held
a peculiar position, He emphasized the role of outside, conditions, of the
pnvironment fTor humai. behavior, and accordingly proposed a theory of
shaping behavior through manipulation of outside conditions. He made
imemandaus contribution to the technology -~ he is the father of programmed
instruction technology. Howevoer, the Skinnerian model of man is a pasgive

ong, even though it is man who manipulates thz environment,



26

The Style of influencs = certainly growing out .f the values of the
influencing organization and its members - is very important in the influence
process. This is reflected in the process of inturaction bastween the
ipfluenciqg agents - tha trainers -~ and those who are ths targets of
influence- the trainers - and those whu are targets of influence ~ tho
agencies like the community. . Is this influence liberating or prescriptive =
to use Freire's terminology ? Is this influence indirsct or direct - to
use Flander's (1970) terminology ? Does this influence result in expreasive
behavior or coping behavior - to usc Bruncer's (1962) terminaology ? Several
thinkers have dealt with this important aspect, and bhave raised similar

questions,

Using Bales' interaction process catagoriss Flanders (1970) developed
categories of 'direect! and ‘indiret! influsnce behaviur. This simple model,
although developed for classro.p interaction of teachers, a relevance for
‘gducati.nal activities of organ.zations. Direct influence restricts the
freedon of the learncr, is prescriptiue,>and develops coping behavior,
Indirect influence increases leaner's freedom, is liberating, and develops
expregsive behavicr, Several researches have shauwn this to be true, Pareek
and Rao (19768b) based on research with this system, have developad conceptual
modal and broad strategics for praparing teachers and trainers for

liberating education and training,
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Direct influance behavior will include negative reinforcement
(eriticising, reprimanding, punishing), ordering and giving diractigns,
defensivo behavior (justifying = oxpressing anger ctele-Indiruct influence
boshavior will .include accepting feclings, expressing feelings, accepting
ideas, building on the others' ideas, positive reinforcement - praising,

encourajing, perceptiveness - encouraging nonparticipative members,

Organizations may plan how thoy can -usA more indirect influence
behavior, and encourage creativity and deveslopment of potential in other
agencies and among their own people, This would mean providing the least
guidance,‘and racojnizing the learncrs as important rescurces for learning,
Then educational activities become a process of mutual influence, and the
organization is as much in the learning role as the agenciss it is trying
to influence, The whole approach to teachinyg and training changese Much
more emphasis is given on helping ths learnar discover, innovatc, develop

his own systems, and devclop capability of self-learninge



Anon 17

1971

Beckhard, Richard

1969

Bruner, Jeromao

1962

Buchanan, 8

1974

De Charma, Richard

1972

Fordyece, J

1971

Freirae, Paulo

1970

28

REFERENCES

The Amul Story s A 8aga of Cooperative Effort,
Anand, Gujarat India g Kaira District Coopsrative

Milk Producers Union Ltd,

Organizational Oovelopmant ¢ Stratogies and

Models, Roeading, Mass ¢ Addison Wesley

On Knowing, Cambridge s Harvard University

Press

"Building organizational commitments The
socializatisn of manajers in work organization",

Administrative Science Quarterly, 19$533=546

"pgrsonal causation training in thoe schools".

Journal of Appliad and Sucial Psychology, 23835-113,

Managing with People, Reading, Mass 3 Addison

Wesley

Pedagogy of the Oppresseds. New York s Seabury

Press.



Golemmpiswski, Robert, T.

1873

Gressey, Donald, R.

1965

Hinrichs, John, R

1976

Lammers, C

1965

Levinson, Daniel J

1973

29

Renewing organizations. Chicago ¢ Peacock,

"Prison organizations" in James G, March (Ed,)

Handbook of Organizations, €hicagos Rand MchNally,

"Personnel training" in Dunnette (Ed.) Handbouk
of Industrial and Organizational Psychologye

Chicago $ Rand McNally,

"Midshipmen and candidatc reserve officers at the
Royal Netherland's Naval Collegas A comparative
study of socialization process". Socioclogia

Neotlandice,-2898=123

The Psycholojical Development of the Student in
the Psychology Graduate Departments, Paper
precsented inm a 3ympousium on Persanality
Development in Educational Institutions at the

Amarican Psychological Association



Likert, Rensis

1961

Liksrt, Rensis

1967

Lynton,Rolf,P and
Pareek, Udai

1967, 1973

MeClelland, David, €

1965

Maanen, J

1975

Mehta, Prayag

1975

Nash, Manning

-

1967

30

New Patterns of Management, New Yorks MeGrauw

Hill

The Human Organizations, Now York s MocGraw Hill

Training for Dsvelopment. Homewoud, Illinoiss

Bombay s D,B. Taraporouwala & Sons

"Toward a theary of motive acquisition", American

Psychulogist, 20t 319-333,

"police socializations A longitudional examination
of job attitudes in an urban policc department",

Administrative Science Quarterly, 20: 207-228

Managing Motivation in Education. Ahmedabad,

India ¢ Sahitya Mudranalaya

Machinc age Maya $ Thoe Industrialization of a
Goatemalan Community, Chicago s University of

Chicago Press -



3

Ondrack, D "Socializatisn in professional schoolss A
1975 comparative study", Administrative Scicénce

Quarterly, 20§ 97-103

Pareek, Udai "The concept and the process of organization
1975 development", Indian Juurnal of Social Work,

365 109-126

Paresk, Udai "Orientation toward work and school s Cultural con-

1976 taxt and intcorventisn stratagies", In G.E. Kearney

and D.W. Mc€lwain (Eds,) Aboriginal cognition:

Retrospect and pruspect, New Jersey$ Humanities

Press. pp.98~112

Pareek, Udai Daveloping Collaboration in Organizations,
1977b New Delhi: Lsarning Systems. CR Reading 4
Paresk, Udai Process of Management of Learning. New Delhi :
1977a Learning Systems. CR Reading 22
Pareock, Udai and . Designing Human Resources System ¢ A New Look at
T. Venkateswara Rao the Personnel function, New Delhi 3 Learning

1978a , Systems. Forthecoming



Pareek, Udai and
Venkateswara Rao

1878b

Rao, Venkateswara, T,

{975

Rogers, Carl

1969

Sethi,S.

1974

Skinner, B.f.

1971

Vidyarthi, Lalita, P,

1970

32

From Conformity to Creativity ¢ Radesigning
Teacher Education, New Delshi ¢ Learning

Systems, Forthcoming.

The Doctors inm the Making. Ahmedabad : Sahitya

Mudranalaya

fFrcedom to Learn, Columbus s Charles E. Merrill

The unstable ground: Cooperative social policy in

a dynamic society, Melvelli Publishing Co.

Beyond Freedom and Dignity, New Yorks Knoff.

Socio—cultural Implications of Industrialization
in Indias A Case Study of Tribal Bihar-Ranchi,

Ranchis Council of Social and Cultural Research,



