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ABST RACT
This paner takes the position that in Indian greanisation, the

most ecentral and pivotal concern is the concent of work itself, WRork

is defined as activyities that contribute to achieving organisational

missions. Where work itself as a concent and a cplture has not been
internalized in Indian oréanisations, it is ueryidifficult to talk
about quality of work iife (QuL). This paper takes the irreverent
view that where work itself is not accepted as part of existence,
it is meaningless tq talk about gquality of work iifs, in the sense
that this term is used internalionally. This view is elaborated
in tuo parts. The first part looks at why work;is not a pentral
concept in Indian culture éhd economy--#rrd “how tﬁis affects
performance of organisations. The second part illustrates

through the author's exoerience with a few organisations the
importance of interventions to hriﬁgyabnut a ﬁﬁork culture”

before one sven*begins toc think about QuUL.



OWl IN INOTAN ORGANISAT JONS — AN IRREWSRENT YIEW

S.R.Ganesh

INTRODUCT TOM

This essay is a personal testament, Therefore, I think 1%t would

be useful to give relevant perfonal information pertaining to my work

with and within organisations. My explicik concern of working with

and within

organisations has been slightly over a decade old in India.

These experiences could be categorised under two broad heads:

1.

2.

those that pertain to my work within ‘educational
organisations engaged in research, teaching and
consulting in the field of management - for, awout
eight years at the Admimistrative Staff Collegs mf
India and for the last éouple of ysars at tﬁe
Indian Institute of Nanagemeﬁgjrﬁﬁmedahad;

work with organisations as a researcher and a
consultant primarily in the area of goal setting,
organisation plarning, maﬁgﬁer development and,

in recgnt years, more explicitly with strategic
management issues. These axperiences have heen

in ruspect of family businesses, privats sector,
nredominantly professionsl organisatidns including
associates of multi-nationals, public enterprises,
gouernmeﬁtal and quasi-goverrmantal organisations

as well as sducational institutions.

My work has let me tp believe that in Indian organisations,

the most central andypivotal concern is the concept of work



itself. I define work as activities that contribute to achieving

nroganisational migssions. Where work itself as a concept and acculture

has not been internalised in Indian organisations, it is very difficult
to talk about gquality of work life (QWL). Therefore, I find that

over the years, most of my interventions with and within organisations

have been in the direction of creating a work culture and creating
concern for work performance in Indian organisations. The irreverent
view I take,in this essaxiis to posit that yhere work itself is not
acceoted as part of existence, it is meaninmless to talk about guality
of work life, in the sense that this term is used internationally. I
will attempt to do this in two parts. In the first part I.will Lo0ok

at why work is not a central concept in Indian culture and econlﬁy
and_hom this affects performance of organisations. 1In the:se;ond
ﬁart, T will illustrate threugh my expé;;;A;s with a fsuw nrﬁanisations

the importance of interventions te bring about a "work culture"

before one even begins to think about_QulL.
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ORGANISAT TONS,PERFORMANCE  AND WORK

Organisations as a concept is an outcome of the industrial
r-4f7lution and the concomitant industrialisation in the West and
elsewhere. Basically, organisations have come to connete nlaces
where "productive work" is done1. Essantially, this has displaced
the pre-industrialisation concept of productive work as being
performed in primary-group and community settings. Following this
displacement of productive werk for meeting socistal neesls from the
primary.group settings, our world has become populated with more
and more complex organisations which have ceme to stay with us as
part of our sveryWay existence. Whersas in the West, this displaceﬁent
has been facilitated by moth social and“rzligious values including
the protestant Christian werk-ekhic, ne such over-arching value
system has provided an umbrella fer functioning of organisations

o -
in the Indian context. Therefore, Indian crganisations are basically
importation of tﬁ% meétern ideas of productive work Weing done in
places other than primary 5rnup and community settings. I am not toe
suré, given the Dredominanfly agrarian society that we are, how
valid is this displacement of productive work from primary ngroup
. and community settings. However, the reality is that we live in a
matrix of orsgpisations of all kinds which affect our lifé, day
in and déy out, wheder one is in a remote village or whether
one lives in a urban metropolis, If this thesis is accepted,

Ehen, I wou 1d argue that there are several conditioﬁ%Lothnr



than our agrarian base which makes it difficult for us to accept
organisations as "work places",

One of the important evidences for my argument comes from the
non~performanc: as well as poor performance of many of our organisa-
tions, whatever the owngrship, I think the reason ig that Indian
écanomy operates under protected market conditions and the protection
is skewed toward perpetuaticn of vested interests. Such protection
preuenﬁs market forces from coming into play and generating pressures
for performance on ormanisations thrdugh normal market mechanisms af
exit and voice and there is a forced choice situation as far as
consumers ars concerned=2 Protection as well as concentration of
material and economic power prevents creation of groups which would.
mobi lise consumers of all kinds and bring&épgut sOme pressure en
organisations. Therefore, the voice mechanisms are nen—sxistant

and exit as a mechanism is foreclosed for consumers in the country

due to absence of alternatives and prgualence of étate as well as
private monopolies and near-monopolies. Thus, the consumer has no
choice but to use the state transpurt system and to toe the line

in so far as becig necegsitigs of everyday existance are concerned.
If one axits from the state system, one merely walks into the hands
lnf a private monopolist with high prices. Therefore, the choice is
really between Scylla and Charibees and organisations do not find
themselves unde%\any prassure of performance from the market.

This creates conditior™ in organisations which affect work in the

following ways s



1. There is very little concern for guality of
product o service,

2. There is yery little cancern for timelinessa

3, Thers is very little concern for ‘costs’',

4, There is very littls concern for pecple who
work because they alsoc have very few choices

~ availakle to them,

5, There fs very little concerp for future.

6. Thers is very little congern for "organisaticrnal
procasseg", especially, those which add the

gquality dimension to work .

The ogher impertant evidence for my argument comes from tha
_observation that argarisaticns in this codgg;;qhavé*fuzzjvbnuﬁdarias.
Essentiallx;brganisations have come to represent settings in which
societal Porces interact. Thus, our organisations have provided
settings for interacticn of familial fc;::s, intereét grouns, caste
conflicts, regional and liguistic graups, class conflicts and
political and religious forces, amanq-bthers.ﬁ

Irrespective of the ounership these societal forces appear to
predominate in Indian u;ganisations much more than in the West.
Therefore, organisations do not concern themselves with work which
is sssenéial Forrcarrying aut their missians, Wut, sgem to concern
themselues mére with those sctivities which maintain an “equilibrium";

of the societal Porcas. This "equilibrium® is nenerally in

directions which oerpetuate, again, vested interests and do not

]



upset power Balances. In many ways, ours can ke considered a2 political
economy which is essentiallymdn the nature of a ‘spoils regime'.d In
such a stane of Aevelopment the political and mther lsaders play the
game chiefly for the sake of sharine of the spoils. Performance is

of limited consequen: - to them mecause of the uneqUal and skewod

pewer distrikutimn. The masses, be they in the sociesty er Be thay
employeas in the arganisatinns are unable to influence the guality

of management. lIn contrast, oreanisations in the West may be consider-
ed to be In a socistal matrix which could he dopicted as a politieal
economy of the 'mature order’. Concern far performancs is an
Iimportant characteristic of a mature society. In this context work

' hecﬁmes a central concern and so does QL. Thus, socistal conditions
make it extremsly difficult Fornnrganisatinugﬁtu,he concerned about
performance and, therefore, about werk, in tﬁe first place. This

may alse explain why many organisations perform poorly or do not
peffurm at all. "Performance", itself¢ds an alieﬁ concept in

this context. Hence, one wonders what success would QWL interventions
have in orsanisations given such hostile conditicons., Experiments of
ths findustrial democracy' kind are net feasi®le ané my point is

that QUL experiments will tend to remain as isalated ingtances arm
mapruaporate.-uer tiée unless great care.is taken to insulate

such experiments. This may also explain why many voluntary agencies
which are’involvel in some interesting werk in bringing abeaut sccial
change. do not want to spread out nor lnk up with 6ther amencies.

Yerhaps, lmited and insulated experiments sprEad all oyer ais



af a greater value than concerted efforty of the 'industrizl democracy!
kind,

Thus, my ooirt of viow is that we bave twiwork with power centras
to create conmc vn for performance and, therefore, concern for work.
Since power centres in any orpnanisation are not under any external
pressure for performance such pressure would have to be generated
internally, i.s., they have to begin to feel a need for performance
and, therefore, for work itself. They alsc have to begin to undsr~
stand that concern for performance and concern for work would
-necessitate their changing their own behaviours and creating cultures
which are congruent with such concerns., Most QUL efforts fail on
this account, In family businesses and private-sector 'professionally
managed organisations with continuity of leadership, this is more
possible. Along with higher sducation as well as influsnce of the
West, many people who occupy key positions in such organisations are
more amenable to generating internal pressures. However, gouernméntal
organisations ang public enterpriges which do not have stability of

leadership tend to succumd to the prevei ling sthos.

In order to create concern For performance,int arventions have to
Re addressed toward creating an awareness of the social cost of
* Non=performance an; poor performance among the key stake holders,
who can bhe doliticians, senior Bursaucrats, trade uninniabs;ﬂguppg
others. In a spoils regime" this is an extremely difficult
tagk,if not an impossible one. In the next part, I will illustrate

my argument through a2 few examples where the primary thrust has



been to influence the power centres to be concerned about perfnfmance
and, therefore, ahout work. Over the years, I believe that such

organisations which are influenced thisg way are likely to moye in ths
diregtion of QWL experiments of the kind encountersd abroae. One may
also examine whether /L interventions in our contextpre torbg of the

kind internationally attempted. I suspect that qQuL interventions will

have to lnk the individuals in organisations in a mature way both

internally as well as externally, such that performance is seen as a

social contribution and non-merformance and poor performance is seen

5
as a socilal cost and a burden. I further suspect that most failures

can Be traced to the difficulties of creating, strengthening and
servicing such links internally and externally because of fuzzy
Boundaries, Therefore, creating a 'counter—culture! should be the
predominant; explicit concern of interventions pPreceding QUL sxperiments
in our context., In the mast part, I illustrate such efforts from my

limited experienmce. orimarilv. from mv wark with arnoniast inne.



- II'=

CREATING A COUNTER CULTURE -

I think stratewic interventions hold ths key to creating a

"oounter culturs® which promotes cercaern for performance and hence

for work.

Elseswhere, I have €afined strategic intarventions as

planned activities uncertaken by the key actors in a sccial setion

system which bring about significant changss in the posture and

perception

of the social system towards its primary task and its

~

. 6 , A .
enviromment. I had identified-three catomories of interventions

as being relevant in the context of inter-organisatianal effectiveness,

Given the reality of 'fuzzy' Bmowndaries, Indian organisations may

also Be conceived of as arenas where multiple organisations interact.

Therefore,

the three categories af interventions ars equally germane

to organisational effsctiveness. These.are:

1.

Za

Purpose creating intervantions involving developmant

of super-ordinate msalg for the various proups
interactinm in the organisetional areﬁa; conscious
mappiqg nf, future statss and development of specific
action plans FGF movement towards these future
stakes

Foundary changinm interventicns to include development

of grouﬁs and roles to handle probleoms of dissolution
and

as well as ercation of naw indiuidualﬁgroup boundaries;

cordeinus identification of the stake holders and theig

salience ffom time to time; conscious operationalisation

of inter-group dependencies and ways of handling these
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dependencies and development of mechanisms for

inter-group linkages from time to time

3. Culfurs changing interventions to include

activities to develop trust among the interacting
0 -ple from various groups at different levels at
Wifferent points of time; conscious creation and
nurturing of teams across groups for the perfor-
mance of different tasks at diffarent points of
time; conscious creation of mechanisms for on-
line real-time information sharing toebring abaut
effective moni toring and control without undue
reliance on sophisticated angd expensive techno-~
logies,
T will $1lustrate thesé interventions respectively, with one
example each: one of a2 medium sized priyate sectof,‘public limited
company predominantly controlled by one family3 another of a Family

of
business group with several companies moth closelx held and/public

 limited type: aga Fi;ally, of a sfate level industrial infrastructure
corooration considered = lsader in the country, Incidentelly, all
these organisations ars.acknowledged leaders in their fields of
activity. Again, while I will illustrate one category of intaervention
with one organisétion, each one has attempted and is attgmpting

other categopies of interventions, I have merely identified the

- thrust Behind attemets nf sach organisation to create a "counter

~cUlturen,
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Thus, arganisstiocn 4" has attempted to use purpose creating
interventions to bring in cancern fer performance. Although a leader
in its industry, for more than a decade and a half, this organisation
was dnder no pressure bBecause of monopolistic conditions. However,
it enjoyed good relati.mship between the owners and the workers. There
was no middle line of manamement to speak of. @ne shift ran without
supervisors., Tomobrow was very much like yesterday and erowth was
slow. Export opportunities were not tapped nor diversification.

The chief executiva (one of three family members in a corporate sroup

of six) felt the need to reinvest the profits in creating mew divisions
to provide opportunities for growth of people in the organisation.
For the first time)the six members of the corporate group sat doun
and began to look at the prganisation systamatically and its future.
Even to day, after seyeral years of debating, the corporate group is
not fully eonvinced about a Business-mix for the future which would
rely 3ess and less on the existing Busiwess. The mission was debateod
on several occasions and-clarity on arsas which were not considerecd
desirable wag reached. . With the corporate aroup developing clarity
on the futurs of the organisation, a demand was placed on the middle
hanagement to shoulder operational responsibi lities, Thus, a5 tuo
inter-locking aroups are unrer evolution,with the eorporate group
more concerned with issues Beyond three years and the operating

&TOUp moTe concerned with issues within a time span of two years,
SuDer—ordinéte result areas uwere identified, 2specially, in the

'

operating group which brousht together the marketing and the
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plant groups. Specific action plans were evolved. This has gnabled the
organisaticn to bring in its fold the middle managers who felt left
out earlier. Todsy thz inter-maeshing betwesn the corporate group

the ooefating geoup and the workers is complete with the workers
acceptihe the onarati: 1 sroup members as "managers™ as opposed to

nesgting their existence as "non-cwners" and a "nomeoroductive layer'.
Increasing pressures are also on the family members of the saroorate
group to act in conspnance with the mission and not use the organisa-
tion as a setting for satisfying family needs. The corporate sroup
has matured 4imtoc 2 group of "entreprenaur:managers". Thus, when this
oreanisation was confronted with crises resul@ing from high rauw
material costs, spiralling labour costs and technological cbsolescencs,
it resoonded well to the challenges due to the internal strengths

bui lt on procaesses of participation af4giitleuels. Even on the indus-
trial relations frant, the organisation has moved away from a
henevolant stance to a mature work centred relationship which is hoth
human and humane. This has Been po::;ble ®ms a result of conacious
planning. It coJid b; gaid that ih this oreanisation there is concern
for performanc: and, hencé, work'relafed to an oreanisational mission

that has managerial consensus with WDrkers’understanding. Purpose

creating intorventions have paved the way for QUL experiments.

In organisation B, primary thrust has been toward creaticn of
a Group identhtv and daveloping appropriate mechanisms for handling
inter~group nroblem® within the Business Group. This organisation

has been in existence for over three decades and congists of a
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Marketing organisation and multiple manufacturing organisations floated
by the Group. Tt alsn has soyeral manufacturing principale who are not
formal members af the Groupo-ﬁun primgm11y as a gne-man show, the
Ehairmén had be:n feeling a nead to divaersify out of oxisting traditions
industry and more int~ newer, sophisticated industrics. Coming in of
the young son-ine=lzw of one of his close associates ( a friend) in

the Group, provided him this opportunity, Although initially he
visualised the problem as training of his marketing staff, he

began to see the value of bringing about a Group identity around a
strategic planning process. Interactians-mere set in motion which
Tesulted in the creation of a farmal manamemsnt Board at the Eroup
level followed by a reprganisation of the Marketing O3rganisation into

a Product-Region set-up. Product Managers and Regional Managers were
sharply identified and a triangular i;:;;;ction was set in motion

with the Manasemewt Board linked to th-~ -Product-Region set-up through
Technical Directors. Planned periodic interacfiﬁns of Product Manasers

E of the Marketing Organi
wlth manufacturing heads and the Executive Riractor/uas also inttiated.

A quarterly cor;ing tomether of ﬁroduct Managers and Regipnal Managers
alone with a si: monthly Eoming édgether with fhn manufacturing heads
and the Management Roard have created a sanse of -identity and
kelonginancss ko the Group. In this process olq boundaries have
baen dissolyed and new boundaries have emermed. Neuw systems sharply
identifyinm gocountability and performamce have emerged. Concern

for Regiors as pro®it centres and concern for a healthy M™usiness

7
portfolio" have been exprassed. Hidden costs have surfaced anc
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strategic criteria have esvolved. Hence, the strategic planning mrocess
which focussed on boundary changing interventions has created CDndltlDﬂS
in this Group wWhereby QUL experiments can flourish, Amain, this has "
Beern possimle Because the power holders have fslt an internal urge

to do so,

In the case of Organisation C, it is a successful state~lgyel
industrial infrastructure corporation. It is an informal organisation
but, "status conscious™. Since it had been under no great pressure,
neither future thinking nor systems wers developed in the past, In
recent years, this organisation has attempted to adopt FRO as a way
of managing.8 As a result of this it has had to rely on formalisation
of planring, review and monitoring processes as wall as its informatior
s:ysteun.l':J This has brought in its wake 12 key groups in the organisatio
starting with 3 corporate gfoup, 5 departmental groups, 5 regional
groups and one azpex monitoring group. Historically, the erganisation
is split bstween commercial and engineering fumctions. The creation
of these twelve groups has brought in its wake the realisation that
"formalisation" “and Msystematization® with grouth requires a éulture
built on trust at different leveIs to make groups function sFFectivély.
This has thrown in sharp relief issues as tg the compecsition of these
groups, the role qf regions vis a vis head office departments, the
need for creating business ~entres around regions and, hence, the
rogle of regional Mmanagers vis a vis the enwineerine personnel.

All these necessitgte a major structural and cultural change. Having
begun to move in this direction has created internal pressures

0N an orwanisation which is really under no external pressura,
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A gradual attempt to look out inte the future and develop internal
control informatien including a computerized M.I.5. is beginniﬁg to
put pressure on effective functioning of groups. The organisation
has now consentzd to have a "process consultant" to help the groups
become effective. For a governmental organisation this is a major
cultural departure indeed, In addition, this organisation has set in
motion 'training and development ' efferts which saver all the employee
except the class IV staff, 1In these efforts the officers act as
"trainers" for the next level and a process of fesdhack has also
started. At the present stase, the educational efforts are Primarily
technical and cognitive, but then, this is Just a beginning. In many
ways, this effort has helped to break the ice at different levels and
to build truest. Mors sophisticated efforts at invelvement may come
about if these developments get institutionalised, Thus, 0.0. inter-
ventions are p?uing the way for creation of "couhtar—culture" and
opening up the ﬁossihilities of QUL experiments,

In all the three ormanisations the efforts have been to create
2 eounter~culture through influencing the pouwer centres, generating
and nurturing irfernal preésures s{nce external pressuees are not
strang enough, My experience of working with and within educational
institutions alsc SUpports this point of view. g diagnosis that was
done of g premiar technological institution is not even taken
cognizance of Ry the interﬁal elite although efforts have been made
Tepeatedly to Wring g internal group together to look at issues
togather.1O In the case ef educational institutions I have been

part of, institutional fragmentation is a common phenomsnon. The



16

institutions have become "mers addresses" for various members and not
"habitats" to be carsed for. Other institutions engamed in research

and education around the country have experienced the phenomena 6?
»"tail wagging the dog" and "displacement of missions".11 The former.
has haopered due to () the core professionals not investing themselvas
sufficiently in the development of ths institution and (b) increasina
alienation followed by coming together of the other members of the
institution making demands on the system which negate the mission.

The latter has happened because of gradual erosion of "political wjll"
in the institutional leaders who beglfAnto view their roles from limited
personal or orofessional perspéctives." Therefors, it becofies all

the more important to initiate strategic interventions of the kind
described earlier. All three are apprppeiate and one may start with
one or the other denending_mhe:e the initial thrust would We most
effective. Creating a "counter—cultupe® is the need of the day -

a culture that places work at its cose aﬁd concern for performance as
its prime-mover. _ THereFare, unless one moves in ths direction, I

have to restate my irreverent view that it is meaningless to talk

ahout QWL in the Indian contoxt,
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