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AHSTRACT

Distinctive Culture is that culture of an organization which
@nables the organization get an identity of its own ank meet success
with regpect to its purpose(s). The distinctive culture is a funection
of the internal and external environmental characteristics as well as
the culture of the Dominant Coalition of the organization, The main
thesis of this paper is that, for success of organizations, organi-
zatiens need to ensure that their members get "committed"™ to this
distinctiue culture. "Commitment" is viewed as a three dimensional
concept, These dimensions are (1) loyalty to, (2) identificati;n with
and (3) inwlvement in the organizational activities, Elements of
culture and the characteristics of the members of Lative Organiza-

tions have besn identified through literature review.

Enculturation mechanismg uiz:‘(1) Entry mechanisms, (2) Socia-
lization mechanisms and (3) Control mechanisms are viewed as influ-
encing the process of commitment building. Hypotheses regarding the
roles these three enculturation mechanisms perform in connection with
the three dimensionsg of coﬁmitment are developed. Implications of this
theoretical persgpective to Personnal~Menagement and Organization

Dasign are draun,



INTRODUCT ION

One of the crucial problems faeing the modern organizations
is that of commitment of the individuals in the organizations. Out of
necessity an organization employs a group of individuals to carrypuwt
inter-relasted tasks so that the goals and ob jectives of the organiza-
tions may be met. Due to several reasons like removal of the ouwrership
of production fram the employees, "distanciation" betueem the employers
and the eMployees, etc; the individual's commitment to the organiza-
tion is not easily forthcoming, It sounds logical that when the indivi-
gual is committed, the willful contribution aof the individual to the
organization will be efficient and effective. (Notes Steers' (1977)
study, however, failed to find significant relationship between

comnitment and performance) .

There exists a lot of literature on the concept of commitment .
AR variety of definitiongof commitment have been suggested and several
correlates of commitment have been identified. Literature also exists
on the process of getting the individuals committed to the organi-

zations,

In this paper we have attempted to look back and ansuser
i T
particulace the following questiong $
3. What is the state of the definition of the concept of
"commitment" 7
b. To What aspect{s) of the organization is commitment

required 7



The sequencing of the sactions are as folloys

In Bsction Ung., ws present & nergpective of organizations,
Section Tyo discusses the concept of: Dominant Coalitions in orga-
nizatipns and jits relevance to the perspactive presented in Section
Ones In Sectipn Three we discuss the role of Uominant Coalitipnsg
in creating a culturé in the organization, We have also explained,
in this section, "culture" 2s we see it, Section four aims at under
standing the concept of "Distinctive Culture”. Last readers should
interpret "Distinctive Culturg" as not being amenable for change,
W8 view the process of culture change in organizations in Sectinn
Five. In the next section the need for integrating the individual

‘with the Distinctive Culture is presented.

The concept of commitment is reviewed in Section Seven ang
the dimensions of commitment are identified. The process of Encul-

turation is discussed in Section Eight,

As this paper has, as its specific focus creative organiza-
tions, in Sections Nipe ang Ten, the concept of "Creative Organiza.
tions" is clarified and the culturg gﬁ\ffeatiue_Urganizations
explained . In Sectipn Eleven, we present an introduction to the
relationship between tnculturation Mechanisms and the dimensions
of Commitment. In the mext six sections (Sections Twelwe to Sauanteenj-
are discussed the various mechanisms under the three bresgd sets of

Enculturation mechanisms, Hypotheses regarding the relationships



betuesn these enculturation mechanisms and gimentioMs of commit-
ment are derived in these sections., In the concluding section the
: impliCatic§50F this theoretical perspective to Personnel Management

and Organizational Design are drawn.



. DRGANIZATIONS — A QUICK GLANCE

1.1 Urganizationyre formed to achieve certaln purpose, migsions
RS .

v .
or goals. The set/beliefs, values, aspirations, sentiments, ideals, /of
stc. of the founders gives rise to the purpose(s) of the organiza-

tions. These purposes might or might not have Deen stated explicitly

by the founders. Examples of such purposes ares

"The purpose of this orgdnization is to contribute to the
medical needs of women and children.”

"0ur organization will function as a market leader for the
product X and related products.”

bWe see ourselves as Agents of God to inculcate in peopls

a belief in a Supreme PoweT and a righteous path of 1ife."

1.2 The purpose fer which an organization is founded are broad goals
of the organization, They are oftsn very wide in scope and rather vague.
for operational purposes- these géals are broken down inte nmarrower

and more concrete gbjgggiygs. The organizational objectives may be
short-term and/or long-term ones. A system of activities is under-
taken by the nrganlzatmon to achieve these ob jectives. "A system of
actlultles“ means "a set of jinter.rela gd actJ.UJ.tlas . The organiza-
tion, the goal of uhich was to cater to the medical needs of women

and children, may have as one of its short—-term ob jectives” to

Lttend to the commn sickness among women end children of District A",
fhis organization might have as its lunger—tgrm objeétiue" to estaclidh
a maternity hospital consisting of fifty beds and the modarn equipment

reguired for obstetrics". To achieve the short-term objective, the



organization might have; say, mobile dispensaries travelling through
the viliajes every week. The longer term ob jectives, might bg sought
to be achieved through raising donations, charging fees, getting loans,
ete. Thus, the organization's activities are gsared toward the achie-

vement of short-tarm as well as the long~term objectives.

1.3 The wlume as well as the complexity of the activities in modern
oTQanizations necessitate the of fort of several peaple, Thus in arga-
nizations one finds several people doing a variety of activities (or
sub~activities which are called tagksl., The joint performance éf

these people is aimed at achieving the objectives. Those who work

thus are called the "Members of the organization" or "prganizational
mempbers" in this paper, Thg organizational members share these ncti-

vities corresponding tg their skills, copabilities and special ised

knowl edge.

2. THE CONCEPT OF DOMINANT COALIT 10M

2.1 Activities in organizations mey broadly be classified as mana-
gerdal and executive activities. by "managerial activity" is meant

planning, direction, contral, coordigq&iPﬁ and evaluation, "Execu-

tive activities" deal with carrying out of the decisiong made, In

organizetions, the activities are arranged in a hierarchy as shown below:

Fiigh

Organizational

Hierarch EXECUT IVES MANAGERIAL
Y

ACTIVITIES \\QETIUITIES

Low



Higher ons is in the organizatisnal hisrarchy, greater is the extent
‘of managerial activities and lesser the executive activities. it can
be seen that at no 1e.sl in the hierarchy does ons perform gnly mand-
gerial or gnly exscutive activities., Spth activities are combined at

every level thgugh to varying proporticns.

2.2 Higher one is in the prganizational hierarchy, grezter is aleo

fﬁhs amount of autonomy ano suthority given to onae and grealal is the
amunt of decision-making activities. Decisions made at svery level

of the hisrsfchy nive & sense of direction as wsll as provide ways

and supparts for going in that direction, Uscisions mede at successively
higher lsvels provide directions to increasingly larger parts of the
prganizations., Peopla at that level in the organizstionzl hierarchy
decisions made at which gives direction to the entire organizatien,

are gaio ta fornm the "Dominant ng}itign". In comman practice, this
Dominant Loalition way be the ovard of Uirectors or for practical
pumosges, the Top Management. Thus the Uominant Loalition, through

its decisions relating toc severzl zspects (discusszed in grester detail
in the following section) of the organization pulls/pushes the organi-
zation in particular directions. It ispeesitle that in organizations
just pne person gives this direction, Thes concept of a dominant
Lgalitign is redundant .in auch a casB,. "
3, CULTURE CREATION IN CRGANIZATIONG

3,1 To the Dominant Coalition is ccnveyed, implicitly ar explicitly,
formally or informally, the crganisational purposa. The stated purposs

is liable for a variety of interpretations by the very neture of purpose



teing stated rather breadly and vaguely. The interpretafions given

to the purpose by the members of the Dominant Coalitibn depend upon
their perceptions of the purpose. The Dominant Coalition arrives

at an interpretstion acceptable to everybody in the Dominant Coali-
tion, though the psersonzl interpretations may differ. This commonality
of interpretation may ne achievéd through the influence by one or

more members over the otihers, through consensus, through compromise,
gtc, The collective interpretation of the pUrﬁnse, gets tranglated
into specific objectives with the system of activities, stéucture and
processes enapling the objectives being achieved, Values, beliefs
ideals etc. of the Dominant Coalition's members, perceived strengths
and weaknesses of the organization and its members, perceived presence
of opportunities znd threats in the snviranment moderate the tranglation
of the intcrpretad purpose into objectives, activities, structure and
procasses. Thus, on the Uominant Coélition rests the onus of inter-
preting the stated purpose, specify narrower objectives, formulate

the system of wctivities, create structure end initiate and control

processss within the organization.

3.2 The activities, structure gngepTocesses are Qubwald oXOroosions
of yhzt ye pelieve in_ig "Culture" yiz, the system of yuluog, b liofs,

attitudes, ideals. sentiments. The culture of the Dominant Coalition,

moderatec by the environmental (internal & external) factors lead
to more visible culturc in orgsnizations., The sct of activities,
structure and processes mey bDe considered to be similar to the

"mgteria) culturs" of any community. The culture of the Dominant



Coalition influencss the "material" culture in the organizatien, Its

culture gets manifested as ggpagement style i.e., the operating mani-
festations of the Uominant Coalition's culture (Khandwalla, 1977

P.394).

3.3 At this juncture, one needs to clari'y the question "Culture
means the system of teliefs, values, attitudes, ideals, etc - zhgut

- what ?" Contingency theorists identified five dimensions.

1. Rigk-Taking

2. Optimization

3. Flexibility

4, Participative Decision-mzking

5. Loercion

the values, beliefs, gtc. about mhi;h are of concern in the context
of organizational function (ibid., p.399). In summary, it may be said
that Lhe walugs. belisfa, atc, of the Dopinant Coalition sbout Risk-
taking,Optimization, Flexibilitv, Participative decision-making and
Saercion create the "meterial culture in the proanizations viz.
activities, structure, progess. THEFanironmental contingencies act
as intervening variables in the process of expression of the

Dgminant Coalition's culture into mors observable phenaomena,.

4. DISTINCTIVE CULTURE
4,1 Recent thoughts on organizational theory emphasise the need
for a match bstween several factors influencing the effective

functioning of organizations. The appropriateness of the structure



ang processes to suit the environmental characteristics (Turbulerce,
Heterogeneity, Technical Complexity, Hostility and Restrictivenass)
and the effect of the Top Management's Style nave been stressad for
an argaﬁiiatiun's success (ibidg). In other werds, the culture of the
Dominant Coalition needs to be expressed in ways thet woula match the
environmental (internal and external) characteristics. An expression
by the Oominant Coalition of its culture which is not appropriate to
the demands made fy the other contingencies would not only be non-
functional but might also be dysfunctional to the organisation. Thus,
for an organization to succeed (i,e., achieve its purpnse) the expre-
agion of its culture needs to be sppropriate to the prevailing anyvi-
ronmental conditiens,

4.2 lWhen a culture is expressed appropriately to enable the organi-
zational purpose toc be achieved, the culture is said to be the gigtinctive
gulture. In other words, "distinctive culture" is the expression of

thé set of values, beliefs, stc. of the Uominant Coalition which

-

ehables the organizational purpose to be achizved.

4.3 Uhen one talks of appropriateness of culture to the environmental
demands, one is talking essentially of an snvironment ag perceived

by ﬁhe Dominant Cgalition. Different oraanizations' Dominant Coali- -.
tions may perceive the environment differently. Very rarely will tuo
coalitions pesrceive the dimensions of the environment to the aame
eﬁtent. It geoms safe therefore to assume that sach organization has

its own "environment", Since distinctive culture is the appropriate



expression of culture of Dominant Coalition for successful perfor-
ﬁance of the organization, tyo organizationg operating in the same
gn x nggmgn will have the game distingtive cylture. However, the
assumptlnn that no two organizations can have the same.environ-

meht implies that there can not be the same distinctive culture

fﬁr tmn organizationg, In pther words, each organization has its own
#_stxnctiua culture yhich ig unigue. Thus, distinctive culture gives

tha organization an identity for which there is no second,

therefor be in ag th ion

dominant goalition, which makeg the graanization

wn identit

« 1t must also be recognized that
g%ile 8very organization has an identity of its own, the differsnces
betwsen the cultures of tuwo organizations nesd tp be large snough

80 that the unigueness may be "sgan", Only when the cuitural
differences afe beyond certain levels will the identify of the orga.

nization be recognized.
5. CULTURAL CHANGE IN DRGANIZAT IDNS '
5.1 It mugt be remembered that the match isg betysen the cuiture and

the perceived environment at a point of fime. CRafes in the enuiron.

ment and/or pgrceiveg changes in the environment over a period of
time would mean that the environment applicable to that organi-
zation keeps changing. Such changes in perceptions occur due to
thanges in the environment itself or changes in the dominant cpali-
tions collective perception of the same enviroéﬁéht, Changes in the

environment may occur due to say, changes in the tecHnalogy of the
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industry, changes in the market situations, changes in the sector
supplying inputs to the organization etc. What is more important
than the aﬁtual changes taking place in the envirgnment is the pgreep-
tion of such changes. Perception that a change has occured in the
environment when no such chamge, has actually taken place is aleo
squally important. When the environment has not actually changed,
perception of changes may occur for a variety of reasons like (a)
Change of the members of the dominant coalition, (b) ohanget of
leadership in the coalition, (c) shange in the percéptinn of the
environment By individual members of the coalition due to training,
socialization, etc. Changes in the internal environment like unicn
activities, turhover or intra-organizational mooility of the orga-
.nizational members, as well asthe perceptions of these also affect

the contingencys "environment."

5.2 for whatever reason, if the perceived environment undergo es
chaniss, it requires that the culture changes appropriately. If

the organization perceives increase in the %uruulence of its environ-
ment, the processes need to change toward more organic processes

(ﬁurns and Stalker, 1961); uwhen the enuironmantai uncertainty is

found to increase the orgénizaticn-may require greater differen-
tiation and integration (Layrence and Lorsch, 1967) whan the natural
raw meterial resources gets deplets, the organization may have to
resort to aggressive demarketing activities (Kotler, 1980, p.697). Thus,
when the environmental changes are peICeiued,.the activities, structure
and processes need to undergo change. And the distinctive culture

of organizations do chahge over time as responses to perceived changes

ir the environment-internal and external,
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5.3 Mgreover, such changes may be resultant of changes in the inter-
preted purpose; alsa, Such changes in interpretations may result from
changes af the domi ant opalition members, cl anges within the members,
gte., It must, therefore, be remembered that distinctive culture need

not be @n all-time enduring ones it does change for a gariety of reasons

6. DISTINCTIVE CULTURE AND THL INDIVIDUAL - AN INTROCAICT ION$

6.1 The organizational purpose, it was stated earlier, is achicved
by sevaral ocrganizational members who perform a variety of tasks leading
Lo atniBvemsue v Ge purgose 0 e o.3anization. These members are
reglired to participate actively in the organizational activities so
that they may effectively contribute to the efforts of the Dom inant
Coalition in achieving the organizational purpose. The critical
guestion to be asked at this stage is "ow can the organization get
the active participation of the member?" The 6nganizations may try

to make its job as desirable as possible, and may hire individuals
who have done well elsewhere; but beyond this it can only rely on the

individual to be motivated to do his job (Litterer, 1969, p.&0).

6.2 When the members enter the organization, they bring with them
certain needs which they expect would be Fﬁffil ed and a culture which
they have adopted. The presence of 2 variety of people, and consé-
quently a yariety of cultures poses serious problems to the organi-
zation., If the culture brought with him by the member doeg not corres-
rand ba.thnt of the distinctive culture, the success of the organization

[

is not likely to be the maximum possible. There ig, therefors, a need
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for the oarganizations to get the members adopt the distinctive culture.
The degree of adoption of the distinctive culture by the members may

range from grudging compliance to total commitment,

7, MEANING OF COMAITMENT

7.1 buchanan (1975) revieyed the definitions of commitment as used

by resesarchers prior to hims Porter (1968) had used the term to mean

(a) willingness of an individual to exert high levels of effort on

behalf of the organization; (b) strong desire to stay in the organiza-

tion; \c) acceptance of major goals. Kanter (1968) viewed commitment

to imply willingness of social actors to give snergy and loyalty to the

urganization, Sheldon (1971) used "commitment™ to mean pesitive evaluation o
. th

organization and the intention to work towards its goals. By "commitment"a

Hrebiniak and Alutto (1973) implied unwillingness to leave the organi-

zation,. Hrepianiak and Alutto's use of the term was.in an instrumental

sense i.e., unwillingness to leave the organization was for certain

ulterior purposes. That the term commitment involves emotional attach-

ment and that it should not be reagarded as an instrument for meeting

peréonal ends wsre highlighted by ouchanan (1975). He used commitment to

mean "a partisan, affective attachment to the goals~and the values of

an organization to one's role in relation to goals and veluwes, and

to the organization for its own sake, ‘apart from its purely instru-

mental worth",

7.2 From the above discussion of the meaning of the term "“commitment"
it can be ssen that the moncept of commitment consists of three dimen-

sions whose lebels and the operational definitions are . - -
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1. Loyaltys A feeling of affection for the organization and the
lack of intention to leave the organization.
2. Identificatioﬁz A strong belief in and acceptance of the
Eréanizdtional Joais as one's own.
3, lnuwlvement: Spontaneous and active partiticipation in the

organizational activities.

2.5 Literature is aide Contuseu wilih respect to the guestion "Lommitment-
to what?". The answer is given generally as "To the organization®,

Those asp&cts of organizations to which commitment is sought are goals,
mission, values, activities, etc. Thaese fall under the category of cul-
ture or the category of expressions of culture. From the Dominant
Coalitions point of view, it is most desirable that the individual's
commitment is to the collective culture of the Uominant Coalition.
Cohmitment to the culture of the Uominant Coalition is sought tro be

achisved through commitment to the distinctive culture.

8, ENCULTURATION

8.1 Th; next logical guestion to ask is "How can organizations-

enhance the commitment of the members to the distinctive culture?"
Research on commitment is replete uifh savetglﬁggrrelates of commit-
ment. A& list of the same is given in Appendix 1., As may be seen, these
correlates me,; vicedl, oou ol usified ag those relating to the individual
and others relating with the organizational culture and the role of the
individual in the organization. Earlier researches on correlates of
comitment were confined to eithar'Sf,this cqta%Eries. Thatrgpmmitment

is not related to apy one class of variables stronger than.
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others has been recognized. The interaction betyeen personal and
orgaiizational characteristics have oeen attempted to be researched inta.
(see for examle McKelvey and Uma -Sekaran, 1977). it may be noted that
these researches have a serious limitations in that these have been

researches dealing with identification of gorrglates of commitment.

8;2 However, commitment can be assumed to be related to the perfect-
ness of match betwesen the individual and ornanizational charzcteri..
stics. for example, commitment has been found to be higher yhen the
orgaﬁizational members found the opportunities to satisfy higher order
needs to be greater. Hence, when the higher order needs of the organi-
zational members is strong, the organization may influence the commit—
ment by providing grester opportunities to satisfy the same. Lauwler

and Hall (1970), Lodahl and Kejner (1955), Ruh and White (1974) have all
put forward the view that involvement may bs relafed to the Individual-

Situati. 1 Interaction (Rabinowitz, 1977.)

8.3 The problem, if the match between the individual ang organiza-
tional characteristics need be brought about, is how can it be brought
absut. The three possibilities, in case, there dges not exist a match
already, ares
1. Keep the organizational characteristic, constant; make the
individual suit the erganization.
2. Keep the individual characteristics as-they ares modify_

the organizational characteristics

3. Change both to bring about a compromise.

8.4 Defining distinctive culture as we have done, it:ﬁﬁﬁciaar that
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the organizational characteristics need to ce a given set depending
upon the interpreted purpose @nd environment. If the characteristics
are changed, the success of organizations are sub-optimal. Therefore,
change of the organizational characteristics (alternatives 2 and 3 above)
is not agvisavle if the distinctive culture is seen as an essential
factor in the success of the organization. Hence the most advisable
alternative is the first one. i.e., there is a need to suit the indivi-

dual to the distinctive culture. The procegs by whicgh the organizatigpal

member are made to get gommitted to the distingtjve gulture of the orga-

abtign j ) we inn". Enculturation ensure transmissicn
to and adﬁption by the organizational members of the distinctive culture.
The ob ject of enculturation is not only to enable the individual to
get committed to the expressions of the culture, but alsp acculture
himself to the set of values, beliefs, attitudes, etc.'held collectively

by the Deominant Coalition.

g, CREATIVE ORGANIZAT IONS

9.1 Organizations in their effort to achieve thseir purpose and their
interaction with the external and internal enviponments, engage constantly
in problem-solving activity. By 'problem—solggggiiis meant "the process

of sensing, diagnosing, solving and taking care tﬁeraafter of problems
facing the organization.™ The problem—solving may pe a gonscious or a
non-conscious processy it may be formal or informal. Since organiza-

tipns and problems afe inseparable, proclem-solving ig an integral part

of organizational functioning. It is not only necessaly for organizations
to ingulge in problem—solving, but also, the problem-solving needs to be
creative. "Creativity is an ability to think fast, penerate neuw ideas

and deal with problems in effective ways"s
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{Rers Crestivity and Creative Thinking™, A teszcring note provided to

participants of PGP, I1MA),

9.2 Organizations wary in thre degreec of ¢ sed of thinking, rovelty

of ideas and effective dealirg with problems. This implies that crea
tivity exists in w©ll organizations; but what varies is the level of
creativity in ocrjanizations, FurqSUCCESS of organizations, it is
egssential that the level of crestivity matches the snvironmental demands,.
An organization facing stiff competitionh needs to be agaressively
creative in its marketing function., Organizations facing short-life
products demands need to be creative in procuct development through
their R&D Departments. Urganizations at maturity phase of their life
cycle wuld require a higher degree of creativity with respect to
diversification of activities, etec. Seen tﬁis way those organizations
in ynich creative problem—solving is et a high degree may be considered
creative organizationg, Howswer, “it should be cleer that 'nigh' and

":ouw' are relative, and not absolute designations" (Steiner, 1965, p.4).

5.3 Organizations may respond creatively to the problems and/or,

- . : . . :'\\\ " ,
organizetions might have been founded with the purpose of "doing some-
thing crestive", The discussion in the previous paragraph corresponds
to the former category of arganization., Kesearch institutions, R&D
depuriments in svozrizetione, eto. may be classified in the latter
category. It must also be noted the latter type of organizations might

also have creative problem-solving. For the purpese of this paper both

types of organizations are considered creative organizations. Even in
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the former category of ergenizatians with high degree of creative
problem—solving, not all organizations may stress creativity. What
is more impertant is that the, crestive responses is the management
philesophy which recognizes =nd aporeciates creativity., The creative
crganizationg, whether of the former or the latter categary, thereforé,
pwofess, as ohe of their important values, creativity and in fact

prize ano reward creativity. (Guetz kow in Stsiner 1965 pp.d43-44)

9.4 From the afore discussion it may be seen that cregtive organiza-

tigng arg those in which creative problen soluing aTe encouraged and

rewarded due to professed philosophy of creativity and those organi-

zations, with the purpose of doing creatige things.

10, CULTURE OF CREATIVE ORGANIZATIONS

10.1 Frnom the review of literature on creative organizations, the
following characteristics of the culture of su;H organigatians have
peen identified. These characteristics, it may be noted, are bath

the cultural as well as the expressions of such oulture.

10.2 AN prganic pulture with emphacis an team work of members in
decision making ang implementation, the stfgss on fellowing professiaonal
ethics and ual&ag;belief in the competance af %ﬁE“mmeer leading to
participative approech to problem-solving, a positive attituds toward
openness, trust and integrity, freedom to express apininfs aﬁd wo ice
dissent, Delief in self-regulation and self responsibility of members,
an attitude toward building individuality, etc. have been the emphasis
of attention with raspect to organizational cultures in creative

organizations. An attitude towsrd collective evaluation of individuels
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and grganization, provision of @ competitive atmosphere, belie! in ability
of ingividual to mzke independent decisions, generate new ideas, to develop,

etec. have also Deen found as cultural dimensions of creative organizations.

10.4 Corresponding to the above culture, the. structural and processual

dimensions of the distinctive culture have been identified as the fgllowings

Clarity of goals and definition of broad cbjectives, leaving the
individuals/uwork-group form their own narrower 0D jectives; a flat
structure with open chamnels of communication betyeen the organizational
members, flexibility in processes and decentralization to the individual
levels with respect to the tasks of individuals; 2 committee set-up
which has the authority to set broad objectives and/responsible for imple- A
mentation of the activities; authority being ue;ted in people, emphasis
of consensus of decisions rather than "majority" decisions; creating
institutions around people and not filling—people into roles; the admini-
strative system playing an important supportive role to the main systems
:ssence of formal control mechanisms especially control from the “"top"

but control by self and other organizational memuers.

10.5 A rote of Cautions Elseyhere in this paper it was mentioned that no

. . . _7:‘\\
tw organizations can have the same distinctive culture due sevsral reasans
like differetices in environmenis, purpcses, dominant coalition, etc. The
atove distussion on culture of creative organization might lead one to
wnder if all creative organizations will have the same distinetive culturs,
for all the strustural and processual characteristics seem to contrioutse

to the success of creative organizations. No doubt, the need for these
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types of structures and procssses exist; what distinguishes one distin-
ctive culture and another amorg creative organiiationa could be the

set of activities and/or the level to whick each element of the struc-
tures and processes exist in those cultures. These differences are
again functions of the Dominant Coalition, environmental characteri-
stics, etc. Thus, though there seens to be an inherent contradiction
when one talks ot distinctive culture and culture of credtive orga-

nization, the contradiction is actually non-existent.
11, ENCULTURATIuN MECHANISMS IR CREAT IVE QRGANIZAT IONS & COMMITMENT

11.1 To transform individuals from organizational cutsideers to parti-

cipating and effective members, the organization has to ehsure that :

(1) The individuals with reguired set of qualities and personal
attributes join the organization; -

(2) These individuals acquire the sst of appropriate rols behaviourss

(3) They develop the necessaly work skills and apilities;

(4) They perform the set of activities assigned to them efficiently,

11.2 We saw in an earlier parCagraph (8.4, that organizations require
the organizational members to be committed £g~€he organizatior so that
they can effectively contrioute to the organization. In other wris,

an effective member is one who develops a commitment to the organiza-
tional purpose as interpretadby the dominant coalition,to the structures
and processes it has introduced to accomplish the purpose and to the
underlying values, beliefs, asttitudes and ideas of which these are tho
expressions. 1he Enculturation Mechanisms perform this function for

the organization,
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11.3 The three types of mechanisms identified in the literature are :
(1) The Entry Mechanisms 3 - Recruitment :nd Selection;
(2) The Socialization Mechanismss
(3} The Control Mechanisms 3 The narms, the supervision,

evaluation, and distribution of rewards and punishments,

11.4 The mechanisme of recruitment, selection, and socialization and
control exist 1n all vrganizations in scme foré. They cecome Enculturation
Mechanisms when they perform specifically the function of enculturation.
It should also be noted here that the emphasis upon a particular type

of mechanism as well as the form it may teke will vary between organiza-

tisns depending dpon the level of commitment desired from the members,

1.5 The verious forms of the entry, socialization and control mecha-
nisms are described in the next few pages. The illustrations are drawn
from a variety of sourcess The descriptions of RnEiﬂch,Read and Sparth-
more, the three Graduate Colleges in 'The Distinctive College', {Clark,
1970); The experiences in building egcallence into the Indian Institute
of "anagement, Ahmedatad. (FMatthai, 1977, 1978; Pareek, 1981); The
transition at National Chemical Laboratory, Pune (Matthai, 1976): The
enculturation process in the six managsment educathsn institutions
-{Ganesh, 1979)3 The crestion of a new haospitel (Kimberly, 1979); The
acrilturation of the schiol superintendents in a Northwestern University
(Khleif, 1975); the experiment of the great institution builder, VYikram
Sarabhai in ouilding ATIRA (Chowdhry, 1968, 1974) and Tats Institute of
Fundamental Research \14FR) (Chuwdhry, 1974); and the cultural trans-
formation of the psychiatrists (Light, 1979) provide insights into houy

organizations can devslop the distinctive cultures.
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E.NT RY MECHANISM3

As one set of the enculturation mechanisms, the recruitment and
selection mechanisms are gesred to ensure specific values, attitudes,
bqliefs in the individual along with the technical competence reguired
for the job. If a person has already imbibed the required culture, there
is a greater possibility of an early commitment in the form of loyalty,
and acceptance of the organizationzl goals. The specific forms of Entry

Fehal igis ale wiocUdesBl In vhe fLlivwiod palsgioglise

Sglf Recruitment s The arganization consciously aor unconscieusly

rreates an imane for itself within the society. The more distinctive
the cuiture, the more salient is the image. The organization becomes
visible through its unigue programmes, gquality of its product, its
personalities and its unigue achievements. The individuasl khous,
therefore, what he is getting into. Agsuming that he knows uwhat

kind of organizational cultural will be oompaéible with his ouwn,

he will decide whether to join or not to join. It is also assumed
here that he is free to choose. The more realistic the image, lesser
is the possibility of later disillusionment. Une gets an insight into
how an organization ouilds up & distincaiua‘image. The work-study .
programme, the discipline and the dislike of spofts and of the extra-
curricular activities, = rule by faculty and students, the personality
of Mbrgan, its presigent and his association with T.V.A. and the
Quaker philosopby gave Antioch, a middle class and pragmatic base

which attracted only certain types of very bright students. The direct

and intense political activity at nseu kept off the locals by brandinge
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it as radical and invited people with similar views from all over

the country, To some extent there was also a conscious attempt by jtg
President, Morgan te enphasize the unigueness through public speeches,
articles in newspapers / magazines, which contributed to the imaqe Land

building process.

1

12.3 Jdob Preview + This is a mechanism consciously adopted by the
organizations to acquzint individuazl with the organization's activity
and with wvhst it stands for. Through advertisements, brochures, face te
face interaction at the time of interview, stc. organizations vocalize
and publicize 'what they want' and 'what they are'. Those organizations
which have a strong value base of their cwn conduct depth intervieus at
the selection stage te get at the individuals'attitudes, beliefs, values,
gtc. The honesty in communication and the ability to portray a correct

picture is important to ensure the congruence between ths organizational

-

requirements and the individual's expectations .-

12.4 The Pereonalized Selection Progeedyrs 3 The nature of s;lecﬁinn
procteedures depends upon the c&ntrol the organization wishes to exercise
on the composition of its human raw material. The more extensive and
personalized the proceedure, better uili be thg fit betwesn the indivi-
dual's and the organization's culture. The selé;tion procesdure described
in the initial faculty recruitment at the 1IMA and the emphasis on
personalized selection at Antioch, illustrate the use of this mechanism.
Particularly when the organization is being built, the smphasis on

collecting a band of committed people or followers is greater, as this

group later on becomes the carrier and preserver of that distinctive



24

. cultura, which the organizations wishes to create. Experiences aﬁ the
ATIRK a2lso indicate similar trends to personalization in recruitment
and selection, The organizaticn may seek out the right people sven frem
abroad if it cannot get them locally. The strict quality control over
the quality of the student subculture also efsures minimum number of
migfits and dropouts.

12.5 Anticipatorvy Socialization Mechanigmgs If some other erganization

have previsously ingulcated a culture among its member which is congruent
with the culture of the present organization, it is said to be anticipatory
socialization for the present organization, The organizations keep an eye
oncthe pipeline or feeder organizations which .ensurse such anticipatory
socialization; Anticipatory Socialization minimize the nesd for later
socialization within the organization yhich the individuals join, The
attempt to initiate ar help build such pipeline organizations is a kind
éf vertical integrstion to ensure the guality and qﬁantity of reguired
ray material., The teacher's training collegus or the National Dafence
Academy serve such purpose. The science clubs which aim at locating

& encouraging future scientists, would be important feeder organiza-

tions for scientific research institutes.
T~
12,6 Lampus Recpujtment: This is also a form of mechanism to ensureg

that the individuals have already acquired the necessaly culture esps-
cially when a professional culture is desired. Well-known manufactur ing
organizations are known to engage in this kind of recruitment activity,
The placement activities at the Indian Institute of Management illustrate
such a mechanism, The emphasis on the technical competence and superior

quality of the product is more predominant here but the impact of the
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distinctI¥¥ cultuPes of these institutes on the product is also

being taken into account during the process,

12.7 In-Yreeding: To ensure again the reguired anticipatory sociale
ization, soms organizatigns engage in inferﬁal recruitment. 1t takes
the form of taking in one's own students as faculty members in the
educational institutions or fillinmo up positions through internal
mibility»  lack of trained pecple outsids may compel an organization
to engage in in-breeding. The inbreeding could be bgth functional

as well as dyfunctional as the unification may result insulation

from divergent or more innovative thinking. YThe Japanese Organizations
are sald to beliesye in the concept of life-time commitment and there-
fore have g higher irternal mobility and engage in inbreeding. {(Mar sch

st.al, 1971). Recruitment through known persoral contacts alsg ensures

the compatibility.

12.8 The Probgtignary Porigd or Approntigeship: Though in a way

these are the socializztion mechanisms, they alsy serve as sntry
mechanisms and contool thes compasition ¢ the members. They serve as
2 kind of ‘weeding out' mechanisms, which snsure that those uwho do
e
ot fit either leave or are thrown out. It is 2 period of 'testing
ut' For both the individual as well a2s Far the organization.
2.9 Exit Mgchanigms The Uaminant Coalitien may also engage in gnig
stivity when the prganization is not satisfied with the axisting

worle. The Antioch President, Morgan's first job was to persuads

the existing Board of Trustees to retire and make ﬁay for the entry
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of more committed and compatible people. The attempts of the Dominant
Coal:tion to build the distinctive culture are successful to the extent
that it is free to remve those who do not have a congrusnt culture and
take in those who will prove to bé more ccmpetibla, The individualg

may leave on their own wlition if they find the climate unfavouranle.

12.10. The Anii Pargghjalisms The organizations with distinctive

cultures try to expand the scope of the recruitwent and selection acti-
vity beyond the local community. An emphasis on natioral und inter-
national recruitment ensures a wider choice of the required type of people
and therefore a better fit among members' and organization's culture,

The organizations also prefcr to have some autoromy and freedom to

choose their members.

13. SOME HYPOTHESLS REGARDING ENTRY MECHANISMS IN CREATIVE ORGANISATIONS
13,17 The self recruitment is likslv to be higher in Ereative organiza-
tions. The people who join are likely to be professionals who have already
set their own career-path. The awareness of one's needs is also likely

to be greater. A gpecial training and scarcity of talent also gives them

a freedum to choose. Their a.areness of culture of a psrticular organi-
zation and of its performance in the sphere of its caﬁnngnce is also

likely to be greater.

13.2 The self-rescruitment comoined uwith organization's effort to
ensure a 'better fit' through personalized recruitment mechanismsg will
ensure the commitment at the loyalty level. The members, once they join
ars more likely to remain with the organization assuming that their

later experiences are consistent with the expectations. The socialization
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and contrpl mechanisms have to play 2 supportive role.
13,3 The awareness znd acceptance of the organization’s goals can
also be expected =t this stage. but an identity with the goals
and the involvement are more likely to ce a functian af the
socialization and control mechanisms, as they are gradual process thrgugh

actual participation in group's activitise.

4. SOCIALIZAT ION MECHANISMSS

4,1 All organizations engage in some kind of gocialization activity.
it is sasentially a communication (on organizetion's part} and
e learning (on individual's part) process. As é cammunicaticn
process the source of cammunication, the method and the content
of megsage are importert. As a learning process, the various types
of learning processas — the coenuitioned learning instrumental
lsarning and observational lsarning could be ;dseruad in the
organizational setting also,

‘4,2 When the organization ensures concordence of the culiure of indi-
vidual and the distinetive culture at the entry stage, the spcie-
lization will take the form of reinforcing what has been alrsady
learfed. \See Ssction 12.5). When ths organizs%zgﬁ‘has no cantrol
pver or less choice in the racruitment and the selection of people,
it has to engage in intensive sscializotion acbivity, to encul-
turizae the new entrants. Guite often it may take the farm of
resocialization. that is, the prganization has to wipe out the
sffects af an sarliar socielizetion in a different culture and

substitute its own. A traditional society undergaing cultursenkons -
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often posaes such a problem for crganizations. R lack of diffusicn
of a2 professional scientific culture in the society at large and
sven in educational organigzations, may neceséitata mora intensive
efforts at socislization in organizaticns : :voted to scientific
rgs@arch to build the nescessary commitment,

It is again to bs noted here that secialization as an enculturation
mechanism implies learning =nd cammunicating the values, attitudes,

benefits rather than just specific skills, Technigues or attitudes.

The Sogiglizatign Mechanigmgs

To socialize ah indivioual is to transfer him from an gutsider into

an effective group member, Small primary group like family or a group

of friends, secondary graup like community organization, and larger
groums like society are examples of different groups. 1o be an effe-
ctive member of a group further impliess

{1) initiate him in the aroup as a nmember; the counterpart of this
is the graup's acceptances —

(2}  teach him the group's ways of behaving and thinking i.s. the
culture. As ocuwlture is learned during the ioteraction, create
conditiong of interactiong

{3} facilitate interaction with the other members. Ensure a higher
frequency of interaction yithin the group égaﬁared to ths
freguancy o irterootion outsade;

(4) provide adeguate sources of learning or the agents of communi-
cationf/eocialization;

(s) provide snough inducements e3 that he accepis and imbibes

the cutlture and emits the required behaviour;
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(6) create conditions for development of a 'ar' feeling or an identity
with the groups thc jroup's ways become his ways and the group's
goals become his goals;

(7) wmontinuously reinforce this identity by collective exprossions,
uerbal.and non-verbal repetitive behaviour.

j4.5 for the spcialization Mechanisms described in the follewing
paragraphsattempt is to highlight hau.they perfarm these functions.
Some mecharisms may perform more than ona functicn and the same
function may be performed by more than one mechanisms. To that-extent
there is at overlap.

14,6 Initjiatign Mechanigmgs The main function of all socialization mecha-
nisms is to reduce uncertainity. (Light Jr.1979). An individual's
initiation into a specific group is the starting point where he
starts developing his cagnitive map of tha organization. He is
more likely to accept the interpretation d%-an organization's
culture from a group into which he has becn formally initiated.

The managerial hiore rchical level, the department, the task group,

_ths pro ject group, the immediate wsrk group, the functional unit

arc the multiple groups which he may jsin simultaneously when he

gntering the organizaticn. The organizatfgﬁ“nt this stagec may make

a conscious effort to acguaint him with the totality of the orge-

nization. Taking him around, introducing ta the pecple end to his

job;giuing a formal party and Geing invited by uete;ans to join
variqus nontask activitics create the initial irpressions as well

as give him either a limited or a total perspective. In the training
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pragramme of the school superintendents, the first day was reserved
for getting acguainted., Photographs of new entrants were displayed
with their namss on the natice boaerd and the programme started with

a dinner party at the chief's house.

The fofmal induction progravme, apprenticeship under a person are
different formal ysys of initiating. Highly rituvelistie initdiatjon
pragrowes ars usnd By otoret srciﬁtimé 1ika Meeonic Liocdge, to create
a strong serse af identity as well as to introduce a person as a group
member. The informelity end perssnalization of such events agc to the

feeling of belongingness, andg the Ffuncticn of the ritual aspect is

to reinforce the oroup identity,

N: int tiyeg/Participating Mechani 3 Some mechanisms create a setting
for interactirn with other members and for participatign in group
activities, teiry assigned to 2 work group is one such mechanisms. The
arganizatipgn can restrict the interaction amoﬁé-the pecple who are
similar in ococupatizhal backaround la functiznal unit) or may faci-
litate interaction betyesn people with different backgrounds {8 project

team). AN grganization san create cultural cleavages or may facilitate

growth of a unified culture through such structural mechanisms,

14,9 The participative culture or commnittee culture often facilitates
interaction betyeen penple belonging to differant levels and units.
A committee consisting of the faculty and the students ruled Antinch,
Though it was an administrative device, it served as an enculturation
mechanism, because the student subculture wag then jinfluenced by

the vetsran faculty members. The new faculty members olso learned
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sbout whot the group values. The common mesting of students and faculty
i~ '"Regl' thrashed out the problems to define whether a partticular
behaviour was 2geinst the 'Gode of Honour' of the college. The under-
standing of the distinctive culture was this facilitated by such
devices. The geninr common room was used in Natipnal Crhemical Labora-
tories to bridge the gep betuween the applied and basgic scientists at
various levels. 11M also made an extensive use of the committes
mechanism to provide faculty wide pzrticipation in all activities.
Role Plaving: This is also an- interactive/participating mechanism

OUL more aw a0 individucl level. The psychistrists in training learned
about the uncertainities of their profession and dilemmas by playing
the role of a specialist during their internship. The belief that a
dctor's job is to cure, gave way to a new belief that in this world,
it may not always be possible and ;.duisable to cures therefore, one
must learn to take failure as an accasion to learn, The imitation

of the mannerisms of already established seniors also helped to

acauire the pmfessicnal identity,

Similarly a cleaveye betwwn a pclicy maker and a scientist or an

administrator and a scientist can be reduced by making the individual
: .\\'7 N .

play both the roles. A common culture then builds up, which is a

combination of pragmatic and academic orientations. It also helps

academicizn to realize the wider problems of an organization and

build the identity with organization's gnals.
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Socizl Distance Mechanismg? The higher freguency of opportunity
for interaction within the group is ensured by maximizing the
cocial or sven physical distance between groups and minimizing
the d}stance betwsen the mambers cf groups. Physieally isolating
people for a residential programme over a period frem other parts
of the community ensures that people stay together, interact and
share experiences which are unigque to the group. One may oDuild
the walls in a'physical or social sense. Even though students at
'"Reed' porticipsted intensely in political activity, or the
Antioch boys continupusly went out for the ‘work' part of the
wrk study programme, the common base was the campus which alie-
nated them from the local community. Recruitment at national level
alep facilitates the process, as it uproots people from the local

bese at least temporarily.

Oneg isolated from their local milieu, after a time people learn
to isolate thamselves even at the conceptual level. The school
teachers who talked of nothing else but their schools and of going
back to.their schools, initially, leargggkf? look forward to a
better scope at national level and a physicél and social mobility
of a school éuperintendent's elite job. A culture of mutuality

was created in the ATIRA by minimizing the distance between people
at various levels. An exchange of knowledge was considered more

fruitful than the insulation either by discipline or hierarchy.
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A vertical structure usually maximizes social distance while a
horizontal structure reduces it. The experiment at the 1IM yas
novel in a way in creating a community of eguals,

The Primary Group Mechanismss A small group, due to its size,

and face to face interaction is usually a powerful source of socia-
lization and has a more enduring impact. A family or a pesr group
trengnits tho cultire more effectively beczuse of the greater
freguency of interactior, the constant supervision, the bords of
affection and the sharing of experience. A family and a pEEr group
are tun variants of a primary group, The former implies authority
relatiuns, the presence of more experisnced sehiors whom one res—
pects and accepts as legitimate sources of krnowledge. The peer
group has its base in equality, The Japanese organizations use

an ‘extended family' concept in extending the primary group
loyality and identity to the organization, Tﬁe superior is to be
treated as a father and therefore with respect. The concept of peer
group culture has been used more often in the educational and sci-

entific organizstiong referred to in this paper,

A group of new cadets in an academy or tha¢gtgggnts participating
in residential programmes build up primary group ties. The descri-
ptions of the psychiatists in t;aining or the school tsachers

who participated in the trainihg programmes for superitendents
point to the importance of a peer group in suryiving through a
culture shock, A5 2l1l members go through the same hardships,

they desire comfort and empathy from sach othéds hen sharing a

o mmon responsibility aleo people tend to adjust to the“wsirain

by developing primary bonds.
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14,16 1he Lirking Pin Mechanismgs Whers a peer group or a small group of
a lesder and followers used as an enculturation mechanism, . there

must be an individual or a common core of people who act as agants
of the socialization and ecommunicate the disinctive culture. Other—
wise, a series of subcultures wuld be created instead of a unified
culture emerging from the interaction, How an interacting cluster
of people provided the necessary linkages is illustrated in the
growth of the ATIRA and the TIFR, The Linking pin could be an indi-
vidual or a group. An individual can perform the functicn asg Vikram
Sarabhai did. He was both an industrialist and a scientist and therefg
bridged the communication gap between the ATIRA technicians and

the industrialists,

14,17 Japanese organizations use the concept of God Father. To a person
who is senior in the hierarchy zand ment‘ﬁo the same university, a
role of mentor is assighed by the organization, The new entrant
communicates his difficulties to him and to his seniors through him,
The uncertainty reduction through emotional support is-a primary
function of such mechanisms and this is likely to create a feeling
of belongingness and identity., The stpgg&gial mechanisms like senior
commen room in K,GL,failed as a device to en&ouraga interdisciplinary
interaction, unless there was a committed person (jjkg Oirector
or some other accsptable and accessible person to ensure that people
attended and took active interest. Simply providing a common meeting
ground is not eneugh. A continuous interaction process hseds ta bs
established. The meeting with seniors, with faculty, with board

members and their families were continuously used as devices for
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socializing the school teachers into the role of school superinten-
dents. As & total change of idsntity was to be ensured, as many
mechanisms as possible were used in this programme to resocialize
the school teachers.

The Community Copggpt: The basic concept in many of thesa mechanisms
is thé "comunity', The attempt is to involus a person @s a whole,
and to enhsure that he lives his life in all its different aspects
within a community for a while. It is not only working together

but living togsther that facilitates the enculturation. The extended
family concept is based on gbligatory exchange and the effective
bonds while a clan or a community concept is based on sharing the

total experience of 1ifs,

Spcial Approval and Djigapproval Mgghanigmgs To facilitats inter—

action or association is only one requirement, The individual has

to be induced to aceept the culture. The answsr lies in the control
machanisms. The control mechanisms have to exist as supportive mecha-
nisms if the socialization mechanisms are to be effective. In organi-
zatlons, the eontrol process may be very formal but the importance
of informal mechanisms cannot bs ignored, The ridiculefor dressing
formally or informally, estracizing a person who is known to be an
"informer' are examples of such informal manggi?ma. As the control
mechanisms are described separately, they are only very briefly
mentioned here. It is essentially an instrumental learning process
sut has elaments of observational learning also. The honour, reswards,
and approval of conformists and the treatment of daviants educates a

member vyis a vis the axpected and approved behaviour.
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14,20 Tpe ldentity ouilding Mechanigmss  sharing the experisnce is
importants but'reliuing those experiences is also gually important
to create an identity. The rituals, mythe, ceremnies, the saga
are the mechanisms which specifically perform the function of creat-—
ing and reinforcing the identity. fFor those uho have gone through
the organizational events, these mechanisms play a reinforcing
role. For the new comers, these mechanisms are sOUICes of know-

ledge, pride and & neu 'we' feeling.

14,71 The initiation ceremony, the fareyell parties, the celsbrations of
founder 's days, centennials, the club-days, the sports and cultural
activities, the flowers on a birthday the long-gervice awards aotc, are
rituals to reinforce a feeling of a common existence as a unit. The
house publications, the sports teams, the notice board displays
of achievement, focus and direct the sentiments towards group
achigvements. The unigue personalities, ;hair idiosyncraciaé and
the stories of their sacrifices are used to highlight the uniguensss.
Language is a versatile tool to create and reinforce the identity,
The simplifying of werds Dy the Antioch president, by dropping
unnecessary aeyllables, or the image of the students as race hope s
in the superintendents' training collegs Portrayed through such
wrds, 'fast finisher' 'good sprint' the evaluation conveyed by
wrds like "cat", "blue chip", the use of aphorisms like, "experi-
ence is a great teacher" {(the motto of Morgan, the resident of

Antioch), symbolize the culture and make it pasier for the member

to interpret and understand.



37

14,22 The story of unigue achievements of the battles fought, the crises
the nganizatioﬂ had yeathered and survived, create an organizational
saga Such mechanisms help an individual acquire the identity through
the tales of past glory. Sharing of a visicn for the futura as
communicated by a charismetic individual, through plans, models and
public commitments is another source of identity building. Such
mechanisms condition the mind through constant repetition either
vertally {uords, stories, speeches) or nonverbally (rituals,

ceremanies) .

15, SOME GENERAL OHSERVATIONS 0N SNCIALIZAT ION MECHANISMS IN CREATIVE

ORGAN IZAT IONS

15.1 The functions of socializetion mechanisms are to inculcate culture
and create a commitment of the memberé to the culture. Creative
organizations are more likely to use formal and informal sociali-
zation mechanisms to create z0 identi;y with the purpose. If the
entry mechanisms ensure a cultural congruence of the members with
the organizational culture, and anf imitial aceceptance of the cul~

ture, the function envisaged for suck socialization mechanisms is

to reinforce the identity.

15,2 The success of the socialization mechanisﬁs in achieving this
pbjective depends con 2

15,2.1 the agent's credibility as a legitimate source of information
about the oryanization;

15.2.2 the charismatic impact the agent has on the new entrant;

15.2.3 the compatibility of the content of the communication i.e. the
attitudes, beliefs, values with the core beliefs, values, attitudes

an individual has alrsady imbibed;
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the awsreness ang conscious efforts by the organization to
inculeate the culturéj
the existence of a unified culture within the organization;
the extent of resocialization reguired and the extent to
which the individual was committed to the previous culture; and
the efficiency of the specific forms of socialization mechanisms

within a particular grganizatignal centext.

Keeping in mind the diversity of the characteristics amang
creative organizations, one can still hypothesizai

The peer group is likely to be a more effective mechanism for
socializationg

“he informal mechanisms are likely to be more effactive than
the formal due %o the already acquired professionzl training
and ethicss

the primary group is likely to be a mare effective yehicle
for developing an identity with the organization's purpose;
the linking pin type of mechanisms are likely to be more effective
where cleavages between applied and basic science culture or

administrative and academic culture are likely to exist.

e -

The orgaunizations design the systems of norms, supervision,
pvaluatinn and distribution of rswards and punishment to ansure
that the individuals perform the activities assignad to them
efficiently and affectively. To the extsnt that the organizetional
members are motivates to perform these activities, less coercive

measures would be reguired. The function of reward and punishment
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Systems is to creste such motivation, by rewarding the conformity

tc the norm and by punishing the deviance. The nature of rewards

and punishments and the use of the particular type of rewsrds and
punishments is a function of the organizatioﬁ's culture, its environ-
ment and the characteristics of its work force. The characterics of
its work force again depend upon the purpose and the set of activities
.initiated to achieve the purpose.

The organization's culture in this context implies its preferred ways
of dealing with (a) conformity and deviance; (b) the range of permi-
ssive behaviour or ihe discretinn to be given to the individualj

(¢} the beliefs about human nature and the prevalent work values;

(d) the values of equity, justice, fair play and {e) the ideas about
what motivates the type of people it employee. LGuided by these values,
attitudes and beliefs the organizations will have supervisory prac-
tices ranging from self discipline and minimum superuisiqn to detailed
and intensive supervision, Similarly the evaluation may be laft to
individual, his colleagues, his superiprs at infermal level or the
detailed systems of performance evaluation may be introduced. In
matters of reward and punishment, an organization may depend more

on rewards and minimize punishment or yiceyersa. The dgggggence and
beliefs in various types of intrinsic and extrinsic rewards may

alsp range from predominantly pecuniary rewards to more intrinsic

self-actualizing opportunities.
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16,2.2 The member compositior refers to the extaent ¢f professionali-
zation, the level of education, the work values of the yider
culture, the scarcity of the skills reguired, the sophisticatiogn

of the technology and the type of tr ining reguired snd so on,

16.2.3 The extent of unipnization and the power of unions, the government's
attitude and the rules, the laws, the industry envirorment, extent
of competition are some of the environmental constraints, which

ah organization may have to regpond to,

16.3 Given all these contingences, (16.2.1, 16.2.2, 16.2.3} how would
an organization use contpel mechanisms tg enculturize the organi-
zationsl members in a creative organization 7 In gther words, how
does a cfestive organization motivate the members to perform a set cf
actiyiti:s and also motivate them to be committed to the under-
lying culture ? Agsuming that the creative quanizaticns are marmed
to a great extent by creative people and alsu-assuming that the
creative grganizations value creativity and therefore reyard
creative performance when it gccurs, we ask ths guestions. VWhat
motivates a creagtive incividual? Wh - % does he expect from the
erganization? What are his needs? How strongly does he desire
certain things? Will satisfactisn of these ;;eda and desireg lead

to 2 higher creative performance?

17. SOME ObsERVATIDRSG ON IMOTIVAT IONAL =ND UALQE—PRDFILE OF CREATIVE
IND1V IDUAL 53
171 The obgervations are based on the literature on creative indivi-

dualg in educational scientific and research organizations, as well

as those working in the Research and-bev¥elopment divisions of
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manufacturing erganizations (Steiner, 1565; Pelz & Andrews, 1966
Baduzy, 19733 Russell, 1974; Mztthsi, 1977; Pareek, 19617; Aurora,
Sen et, al. 1976;)

Creative Individuzls value =utonomy and fresedom te pursue the
problem of their ouwn interest,

The rotivation is likely to be higher when they are selfdirected
atid are allpwed inderendence of ivdoement,

The extrinsic rawards like nune;and cther benefits like status are
likely to be less important as mativating factors, for expression
ot treative ideas, greater responsioility,s . dautonromy are likely
to be maore important to the creative indivicual, He is likely

toc be more inwnlved, wTk harder and longer yhen interested in the
problem and when mativated by & search for truth sven in the absence
of any exterhzl incentives. The search for truth is liksely te be

the end itself, for example, for a scientist.

Though extrinsic rewsrds «re less impartant, these rewsrds for crea-
tive performence are perceived as hygiene factors.Their absence may
crezte oissatisfactian having Leen per 2ived as zn svidence of lack

of appreciatien of creptive achisvement,

Myre effective scientists have reported good-appnrtunitiss for
professional growth but were not necessarily more satisfied.

They do rot see their future within the boundaries of the organiza-
tion and are less concernad with their rise in it. They are more

Disigntuo tuwalis thess professional status.
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An individual career ladder for a person is a more satisfying
mechanism than a competition for a few limited positions at
the top. But some intellectual tensinn is necessary for an

individual to be continuously creative.

The evaluation of the performance is more acceptavle yhen it
comes from the professional colleagues whose competence to
judge is accepted by the individual and also when the evaluation

is consistent yith the geif-evalustion,

For an wpplicd sulwovist, the visioility of the consegqueness
ahd the relevancs of his effarts to the solution of the impor-
tant protlem are likely to be important. The contribution

has to be meaningful the organization as well as for the

individual.

His attitude to authority is likely involve a general lack
of unguestioning obedience; authority is likely to be viewed

as contingent upon demonstrable superiority and as temporary,

Ethic of seif-discipline is likely o be imbibed by a profe-
ssional scientist and researcher; he values therefore self-

supervision and control and minimum of ex¥Ternal controls,

He would prefer decisions to be bDased on objective factors
and sthic of rationality and would like to delay the dedsion
till all facts are available. The considerations of time may

not matter in such a situationg
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17.1.13 Similarly in pursuit of truth, the cost considerations also
may not matter. There is more likely to be 2z more impulsive

acceptance of his inner wice than a realistic expected behaviour.

17.1.14 He places a high velue on commonalicty and univergality of
knoyledge. He values therefore opportunitiss for dissemination
of knowledge, contact with colleagues, and opportunity for

exchange.

17.1.15 His ﬁercaption of 'what is freedom' ‘is likely to change with
age and professional maturity. A freedom tg choose a project
might be more essential to a more mature person yhile a
younger man may initially be satisfied by the freedam to

pursue the given project in his own way.

17.1.1€ Thg need for a specializatisn is also greater'at the beginning
of a career yhen the person is yet to sstablish himself in the
field, A more diversified base is necessary te keep a persan

interested and creative in a more mature stage.

17.2 It is obvious from these observations that ths needs of creative
individuals may often ce incompatible with the functicnal requi-
remeénts of a smoothly rﬁnning effactiva:gzgi?ization. The term
organized anarchy has been suggested for such grganizations
where the mmmbers' needs for aistonomy and freedom are to be
recongiled with and directed towards organizaticnal noals
(Clark et.al, 1981) It has also besn suggested that even the _
creative individuals do not like to work in a totally purpose-

less and directionless atmosphere (Pelz & Andrews, p66).
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-7 3 The control systems then have to achieve a congruence betyeen
the needs and expectations of a creative individual and the
purpose of the organization as translated into a set of activities.
The identification with the purpose and the compatibility betwesn
the culture ig to De achieﬁed through socialization and entry
mechan isms. The involvement of the individual in the set of acti-
vities the organization undertakes will oceur through the provision
of the kind of rewards individual wants for the Xind of effort/beha-
vipur required by the organization, In other words, a match between
the needs of the organization and the needs of the individual through

an appropriate control system and mechanisms, is reguired.

17.4 There cannot be a general prescription for designing the control
mechanisms because the kind of creative work pursued, the level of
creativity expected will vary in different types of creative orga-
nizations. However, for the sake of parSim;ﬁy, it can pe said that
crestive individuals' needs, to a large extent, cre

a. WNesd for autonomy,
p. Need for gaining status in the profession,
c. WNeed for growyth and development in the profession.

d. MNged for conntacts with cnlleasaag‘to share knowledge.

e. Need for self-actualising.

17.5 bLiyen these general needs, creative organizations need to provide (a)
opportunities for satisfaction of these needs and (b) opportunity
for recognition and appreciation of the activities which members

partake in satisfying thase needs. Rewards may not necessarily be
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viewed, in these instances, as motivaticns. Hoﬁeuer, abigence

of rewsrds which the members velue (recognition, appreciation

=nd opperturities For self actualization) hay impinge on their
commitment to the organizatign, The inuoclvewmsemt of zn individual
is viewsd as a functicn of his capabilities, neads, opportuni-
ties provided to satisfy thair reeds and presence of rewards which
strengthen ore's commitment, Rewards and Funishments, slso help
the individual's involvemsnt to be directed touward the organiza-
tional purpose being achieved and the individual satisfying his

own neads.
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8.1

CONCLUSIONS ’

The purpose of this paper was to provide 2 point of vieu of orga-
rizaticns using the cultural perspective and to highlignt Fow the
enculturation mecnanisms are likely to affect the commitment of
organizational hembers. ODuring the initial conceptual stages of
this paper we opined that the three dimensions of commitment yiz.
loyalty, identification and involvement Form a hierarchy of the
deqree of commitmant in that arder. A member's lowest degree of
commitment to the organization is yhen ne voluntarily intends

ang wishes to stay in thne organization. This is loyalty, AL a
higher level of commitment, the indivigual gccapts the organiza-
tigrnal culture (identificatiorn). At this level he may not nece-
ssarily agt for the organizstion. This can be conceptualized

as the stage of Mositive" commitment (Steers, 1977) . The stage
of "hetive" commitment (inid.) is the stage vhere the individual
spontaneously participates in the organizétiunal activities
(involvement). Given these three degrees of commitment, we

viewed that the thrse Enculturation Mechanisms can be though

of as influencing these three leuels @ given below:

ENCULTURAT ION COMMITMENT
MECHAN IS e ibakEyEL
1. Entry Mechanism —————— Loyalty

Z. Spgcielizatisn
Mschanism = 0o————— identification

3. Contpol Meshanism ——— Inyolyvement
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it will be too short~-sighted to view strictly as above. Any of
the mechanisms can have an effect on any of the levels, Houwever,
the functioris of each of the mechanismsis predominantly geared
toward one of the levels as shown atove., The impact nf éﬂy
mechanism on pther levels, though not ruled out, is likely to

be of lesstr degres.

Angther guestion which is likely to arigse is whether thesa three
dimersious canh bte arranged in a hiegrarchy as we have done here,
Theoretically, it sound pla-sible to do so, This has to be,
definitely, verified empirically, Alternatively these three
dimensiors can be thought of as dependent dimensions with close
interaction amongst themselves. They need not necessarily ce in
a hierarchy. for the purposes of this_theoretical discussion,

we hold that these three will be in a hierarchy,

This paper was written from our readings about creative organi-

zations and research on commitment. The logic and model develeped

~here are based on creative organizations., However, the same

may be applicable to other types of apganizations also. The

difference will te, in that case, with respect to the distin-

ctive cultures of these organizations and the characteristics
of members for these arganizations, but the basic thesis tHat
organizations use Enculturation Mechanisms to get the commitmsnt

of the members still holdsgood.
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The impact of this essay, it is sincerely believed by us, 1is
1ikely to be in the disciplines of Crganizational Design and
Personnel Management, Culture as a2 factor to be congsidered in
designing orgenizations has not receved much of an attention
by academiclams as well as designers of nrganizations. The need
to develop Enculturaticn lechznisms as portrayed in this paper
highlights that culture also requires to be paid adecuzte atten-
tion. Personnel Management also, in its seléction, trzining and
other functions has so far laid emphasis on the kmowledge, skills,
motivatinns and performance of the members and not specifically
on enculturation. This paper brings out the importance of =2 distin—
ctive culture for organizations and the need to and ways of inte-

grating the individual with the organization through enculturation,



APPENDIX

Lict of correlates of Cammnitment

Ta

2e

4

5.

Pergonal cheracteristicg of the memberg -f_the groanizatign i

*

Rge, Sex, length of time gpent in organisaticn, length of time

spent on job, guality of cullege/unqursity, studied in,educatienal
levsl, local casmopolitan orientation, managerial-technical orienta-
tipn, Inner~other directedness, interest in innguaticn, hizh-low
anomiz, Protestant Work.Ethic/Vslues, need for achievemsnt, need

for affiiiziion, neso for dependshce =nd career-stages.

Oroanisational stpucture gharagteristics ¢

Formal-informal, rigid-"lexible,; centralized-decentralized, extrinsic-
intrinsic, reward mechanisme, open-closed, communications with
superiors, vertipal-multidiermctirnalcommunications chamnels,

confidence in superigr, aistributive justice.

L
Management Style/Orientatign ¢ Taking risk supported-not supported,

aygid-confront task-conflicts, active-passivestyle, cynical-idealistic

style, Thenry X ~ Theory Y leacdership style.

Jagk Characteristics 3 Complexity,varietyydifficulty, challengs,
isplation-team effert, appartunity for learning/development, autonomy,

physical ard payetslogicel ztress, fasCback, pressure for guality.

fgle Characterjstics 3 FAole clarity, role ambicquity, local-cosmopo—

litan expectations, managerial-technical skill prientatior; expecta~

tions, lewvel in hierarchy.
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Sati tion Yzriab 3 Satisfactian with respect to oppertunity
toi utilize knowledge and skills, grow and learnd new skills, ezrn a
good salary, ocvance in edminigtration uthority (promotion), work
under chiefs with high technical competence, association with top
executives, ouild professipnal reputation, wsrk on difficult
pmblems, bhe free to carry out own idess, contribute to knowledaco

in field, be in company of people liked ©y the member,
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