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ABSTRACT

The préserrt paper deels.with a critical appreciation of
the role of the behavioural sciembist in analysing organisational
problems, A three-step model is elaborately discussed. It
includes diaghosis, prescription and action. The various types
of data gathering devices, the types of data ete, are included
under diagnosis. Under the second step, differemt methods of
bringing ebout desired change are outlined. Action stage
includes the various strategies and possible pitfalls wiich one
may face while implemerting ché.nge. The paper is meamt to
provide a general frame for application of behavioural sciences

know-how to organisational problems.



A syatematic gtudy of organizations essentially involves an
understanding of the processes of stability, equilibrium and growbh.
The crgandzational structure is usually designed with en eye for
possibilities of future growbth and growth related combingencies.
However, it is not uncommon to encounter situasions which relate to
growth relsted gtregses and strains, This is observabls in the
structural properties of the orgamizations and also in the behaviour
ol the individual members of these organizations. It is rardly
thaet wa come across cases where the stresses are so promounced thab
the orgamization loses all touch with the exbernal envirormental
reality and there is a situation of forganizational psychosis!?,
This state is usually referred to as orgard.zabional pathology or
sickness of the orgamizetions. The parallel is drawn from the

individual being'!s physiclogical or mental state.

4s managemert becomes a maburer profession there is an increa-
sing demand on the part of administrators to see the !'whole! process
in its totality. This facilitabes understanding about the total
process of administration and allows for grester freedom to create
Rﬁre effective means of production, distribution, and invenbion of
nev products etc, It entails an understanding of organizations as

a 'whole', as well as an understanding of their parts separately,

dccording to Argyris (1957) an orgamization consists of three
main parts, namely, formal organizational structures, individuals,

and groups formed by these individuals., Bach of these subsystems has



its own principles -- the principles for understanding an individual
are differemt from those implied in understanding the behaviour of
groups. Both these differ from those which are required for the
formal orgamzabional structurc -- and the 'correct! principles of

one (i,e. individusl analysis) may be quite distinct from the foorrect!
principles of the other (i.e. organizetion). However, oven when the
formal. orgamizabional structures are more gbatic atleast in gross
details than the other two, the admnistrator and the scientist are
poth confronted with the same question -- MWhy people behave the way

they do in organizations?'.

Once the answer is obtained it is easy to predict and control

behaviours. Combrol and prediction are the outcomes of such an under-
standing. Sbtill the question remains, "How +o understand human
behaviour in organizations?" To achieve this end thé admini strator
and the behavioural sciemtist, must be able to diagnoge human problems
in orgamzations. The sharper and more systematic their diagnestic

procedures, the more accurate their predictions will be.
Let us see what we mean by the term diagnosis itself,

"Diagnosis", to quote Kwasniewski (1976), in its typical
medical usage "is generally an el ement, of purposeful procedure geared
to combating or eliminating undesirable states o.f mnedical norms".
In this case, the diagnostician's task is to see as to how the system
(human) cen be gbabilized and not to answer, what could be strengthened

or improved in the orgarism -- or which organ to change so that the



ergard sm may function better or differently than is indicated by
medical. norms. However, this is the guaestion behavio-ural scientighs
ara faced with, specially when they act wit hin or in relation to a
ngystem of progress". To add further, in contrast with a medical
practi"c;ioner who ig comfortable enough to have well defined norms
and pathological symptoms, there are no such norms available to the

bhehavioural scientisba,

A velid diagnosis of Mumen situations not orly requires

knowledge of the best principles available bubt also self-avareness

by the practitioner (4rgyris, 1957} and this requirement of seli-
awarenesz is needed as a mstter of respect for the human beings who

are to be their subordinates (Coughlin, 1953).

an effective diagnpsis of a system, in addition to assessing
the unique aspects of the system, then should also take imbo accourt
the characterigtics of that particular system which are common to
other sysbems. This provides to the clients an opportunity to
compare their performance with that of other executive groups. In
addition; ‘he (diagnostician) should be able to rdlate the particular
diagnosis to a more general theory (Argyris, 1970). Using a theory
to guide a diagnosis is important be'ca{:se being able to define ahead
of time specific relations emong the variables permits us t0 have
greater confidence in the results -- of course, only if they are
confirmed (Rapaport, 1960). However, this theory requirement has

three dangers inherent in it. Firstly, the theorstical constructs



are not unambiguously tied up with theoretical reality, Secondly,
they may be wrong ones. That is, they may lead the diagnostician
in the wrong direction, Thirdly, it is also possible that Vthe
practitioner has only focused cn describing systems and is committed
to understand a specific case. The former two of these pitfalls,
however, can be minimized by providing an unambiguous operational
definition to these constructs, That is, by meking ar explicit
shatement of the way one defines and meagures a particular congtruct

in real life,

There are two besic aspects of diagnosis in orgard zational
problems., The firgt is concerned with the question of what data
are gathered, The second deals with the manner in which these data
are interpreted and presenmted to the management. Most often than
not this dats collection ritual is done with the help of interviews
with a few significant managers at various levels of the organization
(lorsch and Lawrence, 1969) and less frequent abtempts have been
made to collect data thwrough the use of surveys (Seashore and
Bowers, 1963). However, the use of standardized paychometric
gquestiomnaires and projective techniques is not unwarranted depending
on the rature and function of the diaénosis. Regardless of the data
collection techniques the diagnostic strategy should include some
{nstruments which are relatively free from execubive distortion
(incongistencies in the stutements made in the course of invegbigation)
and obhers wirich can idemtify distortion if it exists within the

system (Argyris, 1970).



Despite all the inherent potentialities of success, such
diegnostic atterpts have met with omly limited success since tuey
tend to be somewhat facile and cursory and often teﬁd to be conducted
in spito of the fact that the uction program has already been well

planned by the practitioner in advance.

As to the second aspect of diagnosis - the menner in wiioch
data are interpreted to the members of the organization - it is

generally accomplished through either of the following two ways:

(1) The raw data are discussed with the top management, who are
asked to make the diagnosis in their own framework. This
type of approach has its own merits and demerits, TFor
example, the management has an edge over the practitioner
due to tleir previous involvement with the situation in
quesbion, IHowever, the management is limited by its own
framework and it tends to see sach problem separabely,
failing st times %0 see the interrelationship between the
problem and what may liesbehind it,

(2) The consultant may present his own diagnosis without making
his model for analysis of organization behaviour explicit,
However, the success of this approach is also limited due to
the difficulties in gebting management to understand his
diagnosis and the necessity for making Iis conceptual scheme
more axplicit (Rice, 1958).

dnother very general and yet very common difficulty may arise
from the nature of engagement and function allotted to the axpert.
This is nicdly illustrated by Professor Cherns (1976). Most often,
in his approach tho practitioner, the client may begin with Jc.'he

golution and net even refer to the 'problem! at all. For axample,



such demands as 'we need human relations training for our supervisors!
are not very uncommon to be heard. Further, the client may already
have decided on his choice of method -- 'we want an attitude surveyf.
If one accepts such assigmmonts, he has to accopt a problem defined
by the client himself and is left with no opportunity to satisfy
himgalf that the defimition provided by the client is the best formu.
lation for his purposes. This leads him to accept a role which
deries the use and application of the diagnostic skill of the
practitioner. A4s a matter of fact, formdation of a problem is not
possible umbil it is perecived, = Imdeed it is fair to argue that a
problem has no existeﬁoe outside somebody's perceptions' (Cherns, 1976),
If we are compelled to accept problems fofmlatéd by the clients it
| means, we are bound to 'see the world with their own eyes!. Under
guch a circumstancs we are required to act as subordinates rather

than consultants,

It is the essence of science that a diagnosgis which has not been
fully tested is not acceptable and by diagnosing the problem we win
orly Half the battle, Diagnosis in the above gense does provide
an ingight into the critical factors and their interconnections with
the problem, But it is just not enough. We may understand that a
geb of factors isolated in the process of analysis seem to cause

the trouble. Then what is to be done?

Altiough in its norrow sense the task of the behavioural

scientist has been over and it is to the managemertt to take actions



to alter the situations in the desired direction; however, as a
‘matter of fact, the action which is takon can not be segparated from
the diagnosis (Lorsch and Lawrence, 1969). Diagnosis in its

broader sense should conzist nos so much in expleiming the totelity
of causes of an existing state of affairs as in accurabely establi-
shing the social, psycho-social and ingtitutional mechanisms wiich
produce in the given social system phenomena or processes parbicularly
Gesgireble in respect of the axiology of planned change (Kwasniewdki,
1976). The term axiology is used here to dencte a system of social
aims and values as criteria for selection of desirable social
pheromena and processes and the proper manner of their stimilation,
i.e,, something analogous to the medical norm for differentiating the

tdegired! from 'not desired!.

The role of an organizational consultamt, irrespective of the
fact that he is engaged either in improving or preventing and elimi-
nating the organizational behaviours and processes, is basically
to halp the client maintain his organization healthy. That is,
helping the client such fhat 5.5 orgamization becomes one in which
its component parts - group and individual - somehow manage to
achieve an optimal resolution of their tendencies toward equilibrium
(maintenance, homeostasis, status qu..o)r and optimal utilisation of
their capacities for growth i.e., elaboration, complication, differen-
tiabion, negative ermtropy, ete. (Clark, 1969). In doing s, they
are essentially playing the role of a change agont, A4 role in which

attempts to bring asbout change are conscious, deliberate, and



imbended, at least on the part of one or mre agents ralated to the

change attempt (Chin & Bemne, 1969),

Athough the behavioural scientists can be seen working with
a1l the four veriables meitioned as important by Leavitt (1965) -
task, people, technology, and gtructure -~ their major contribution
certainly lies in the area of 'people! (Barnes, 1967), tpower
equalizabion! (Leavitt, 1965) and in what is curromly known amon
behavioural scientist s,zf'plmmed change". This involves "a _c_h_a__z_ug;g
agernt who is typically a behavioural sciertist brought in to help =
clién‘b system, which refers to the target of change. The change
agent, in collaboration with the client system attempts to apply

valid knowledge to their cliemt!s problems" (Benrdis, 1966).

The following mebthods are commonly used %0 bring about change:

(a) Ihe decree approach: In the decree approach a 'one way!

anmouncemertt ia made by some higher authority and this is

to be followed by those in lower positions,

(b) The replacement approach: The replacement approach involves

the replacement of persons in charge of one or more key
positions by other individuals on the assumption that
organizational changes are a function of personnel changes,

(¢) The structural approach: In the structural approach the

management does not decree or introduce new personnel

rather it changes the requisite relationships between
subordinates operating within a given situation., By changiny
the structure of orgamisational ralationships, the bshaviour
changes are likely to follow,



(d) The group decigion spproach: The group decision approach

involves less emphasis on problém idertification and problem
solving; it focusses on obtaining group agreement on a

- predetermined course of action,

(e) The date discussion approach: In the case of data discussion
approach, the data are presemted and discussed with the
client system, The cliemts are also encouraged to present

their analysis of the findings.

(f) Problew Splving and T-group approaches:  Problen solving and

T-group approaches are more common and oft quoted terms in

modern management and we need not elaborate them here.

Benris (1965) belioves that plamned change is concerned with
such problems as (1) the idemtification of mission and values, |
(2) collaboration and conflict, (3) conbrol and leadersiip,

(4) resistance and adaptation to change, (5) utilization of human
resources, (6) communication, and (7} management developmemnt.

He has identified eight types of change programs, viz., exposition
and propagation, elite corps, human relations training, staff,
scholarly consultation, circulation of ideas, developmental

regeerch, and action research. The idea of exposgition and

propagabion are besed on the assumption that knowledge is power;
it follows that the mem who possess "Trubth" will lead the world.
The concept of elite corps is based on the realization that ideas

by themselves do not constitute action; rather, a gbravegic role

is almost a fundamental requirement to see them impl emented.

Human relsbions training has now become implicit to the concept of
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management traiming itself. The strategy of the sbaff idea is to
observe, analyse, and to plan rationally (Myrdal, 1958). The concept

of acholarly consultation includes guch things as exploratory inquiry

scholarls understanding, confrontation, discovery of solut:mns, and
scientific advice to the client, etc. (Zetterberg, 1962). The terus

1like developmental research and action regearch are more familiar

and self explanatory, In addition to his notions of 'planned change!
‘(B;annis, 1366) has constructed a typology of seven such change styles
as (1) indoctrination change; (2) coercive change; (3) technocratic
change; (4) interactional change; (5) gsocialization change;

(6) emilative change; and finally, (7} natural change.

Uil now, without question, the decree approach (cf. Taylor,
1911; Gouldner, 1954) has been more prevalent in our 1ndustr:|.es than
coupared to anyone listed above, waeger, the emphasis has started
now shifting in favour of Greiner's?gioi; problem solving and
T-Group approaches and, as suggested by McGregor (1960} and Likert
they are even supplanting the earlier (and more manipulative) grow

decision approaches.

In their attempts at providing a systematic approach to thos
strategies wiich are uased for effecting changes in the human sye
Ohin and Berme (1969) have classified them in three broad catego
(1) empirical-rational, (2) normative-re-educative, and (3) Powe
coercive, The above three families of change strategies includ

wide variety of change strategies to which mogt of us are quite



familiar, These are:

1. Empirico-Rational Shtrategies

(a)

(b)
(c)
(d)

(e)
(£)

Bagic research and dissemination of kmowledgs

through general education,
Pergoniel selection and replacement,
grstem analysts as staff and consultants,

&plied research and lirkage system for diffusion

of research results,
Utopian thinking as a strategy of change.

Perceptual and conceptual reorganization through
the clarification of language,

2. Normabtive Re-Iducative Sbrategies

(a)
(b)

Improving the problem solving capacities of a system,

Hel easing and fostering growth in the persons who
make up the system to be changed.

3. Power-(oercive Strategies

(a)
(b)
(c)

Strategies of non-violence,
Use of political institution tco achieve change.

Changing through the recompogition and manipulation

of power elites,

~ The empirical-rational strategies are based on the assumptions

hat human beings avre rational and that they will follow their ratio:‘;j

glf-interest once this is revealed to them. In th®case of normatl\m

o-educative strategies it is assumed that the patterns of men's acti:
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and practices are supported by socio-cultural norms and by commit-
neitts on the part of individuals to these norms. 4ny change in the
pattern of practice or action will occur orly as the persons involwved
are orought to change their normative orientations to old pabterns
and develop commitments to new ones. ‘The change in normative
orientations involve changes in attitudes, values, skills, and signi-
ficant relationships, not just changes in knowledge, information, or
intetlectuel relations for action and practice. In the case of
power-coercive gtrategies 'power'! is not used in the sense of
influence by one person or group upon amother person or group; rather,
emphasis is laid upon political and economic sanctions, utilization
of moral power, and playing upon sentiments of guilt and shame

(Cnin and Benne, 1969). |

The above discussed strabegies include a broad range of change
settings and anyone of these can be applied, to the change problem in
nhand, depending upon the circumstances, - There mght be situations
where a host of them would appear irrelevant or not applicable. It
is dangerous to generalize about the selection of change methods,
but the general guiddline holds that one matches the method to the
a.nmmt of behaviour change that is necded to close the gap. 4As the
amount of desired behaviour change increases, one can add additional
change methods to secure the desired and results (Lawrence and
Iorsch, 196€9)., It is important to be reminded that the effective
orgarizational dha.ngo is ept to occur only when the Jr:c>p managers of

the organization are involved in and they indicste theair commdtment
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to the change effort, i.e., tho top brass must have their confidence
in the specialists and must be willing to share their concerns about

the organization with them.

dbove all, the most important and equally delicate but least
attended is the way the actions are implemented. Inpléneﬂtation is
a process wirich includes the creabion of understanding and comnrl_tment
toward a particular change and devices whereby it can become integral
$o the cliemb's operations (Bemxdis, 1965). 4 hasty effort or even
mnor errors in implementation and assegssment of the action plan can
be fatal to the whole effort., This is well illustrated in the case
of a supervisory training programme., We have given some debails of

this case balow.({Sykes, 1962).

| Case: | ‘A medium-sized contracting firm hired a consultant to
increase the general efficiency of the company. It was decided to
introduce a training programme on business practices, human. relations
and training in effective group participation. Very soon a gencral
climate of critically looking at the company policies and p.ractices
emerged. The grievances were compiled in the form of a report which
" was submitted to the M.D. Using the report as a tsource documert'
it was decided to run a programme for tigher levels of management.
$on it was falt that the consultant as also the supervisors were
not aware of the difficulties which the management faced in dealing
with day to day problems, The senior management felt that it was

the junior management which was mainly at fault; the junior managemert,
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in turn, thought that the senior management was just mot doing enough,

The M.D, was left with the happy feeling of being 'above hlame!., On

the basié of the recommendations, hoinmtroduced a numbar of remedial action:
regarding adjustment of pay, communication systems with supervisors,

shorter work woek, greater avermes of promotion from within etc.

The supervisors who wore to be the main beneficiaries of the
proposed change decided to follow the policy of 'wait.and-watch!.
They were on the whole suspicious of the professed good intertions,
Their suspicions were 'confirmed! by the slowness with which the
changes came to be imtroduced. 48 a result, the foremen sterted to
leave the company in good numbers, 4bout 20% of the supervisors
loft and another 25% started for looking jobs elsewhere within a
year of the programme. 4mong those who left, a large number included
the group which had an opportunity to closdly interact with the

hi gher management,

The programme resulted in high 'Eurmver, serious conflicts
between supervisors and management and no change in management
attitudes, The consultant as also the managoment had failed to
compreohend the corplex ralationships between the various subsystems
of the organisation, namely, the foreman group, the junior management,

the senior management and the M,Da.

‘The above mentioned instance highlights the need to adequately

plan the implementation stage of a change. The power it may urleash
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may cause more damage than good to the organisation, From diagnogis
to prescription and then to action is an arduous journey, BEach
step needs to bo teken with utmost caution, The success of the
behavioural scientist deponds on his sciemtific analysis of the
problem which calls for adequate utilisation of the know-how ab

his command and also his application of social skills to the

situsations in which he is called upon to operate.
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