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ABSTRACT

Organisation development literature is replete with writings on
how to improve organisatiﬁnal effectiveness. While this is useful,
actions in the real world often formally involve mtltinlicity of
organisations esnmecially if one examines public delivery systems,
public_programmes and large construction and technological projects.
Whi 1e métrix organisation and project management have been invented
to cope with issues arising out of such situations by managers
{not by academics!Y this paper argues that these approaches do not
adequately deal with 'boundary' issues, Therefore, it argues that
one- has to develop a concept of inter~orgamisational effectiveness
and using the concept of 'boundary!, develop strategic interventiaons
for inter-organisational effectiveness. It is suggested that
failures of public delivery systems, public programmes and 1ar§e
construction and technological projects could be due to fai lures
in understanding these tuo key concepts and failures in maki ng

aopropriate strategic interventions.



YANISHING BOUNDARIES

or

EXPLORAT IONS IN STRATEGIC INTERVENT IONS FOR INTER—
ORGANISAT TONAL EFFECT IVENESS

Organisation development literature is replete with
writings on houw to improve crganigational effectiveness. While this
ig useful, actions in the real world often formally involve multipli-
city of organisations especially if one examines public delivery
systems, public programmes and large construction and technological
projects. While matrix organisation and project management have
been invented to cope with issues arising out of such situations
by managers (not by academics!) this paper argues that these
-approaches do not adeguately deal with 'boundary' issues. Therefors,
it argues that one has to develop a concept of inter~organisational
effectivenass and using the concent of ‘boundary!, develop strategic
interventions for inter-organisational effectiversss. It is
suggested that failures of public delivery systems, public programmes
and large construction and technological projécts could be due to
failures in understanding these two key concepts and failures in

making approoriate strategic interuentions.1

~

Organisational effectiveness: -

There is a general consensus among researchers as well
as practitioners that organisational effectiveness is a multi-
dimensional concept. However, there is no agrsement on the

dimensions which are significant. The systems model has provided



some gquidalines for develoming a framework for organisational
effectiveness (Snray, 1976, p.166). One of the ways in which
organisational effectiveness has been conceptualised is in terms
of accomplishment of goals and objectives. Another way in which
organisational effectiveness has been canceived of is in terms

of how ressurces are used by the concerned organisation, Perrouw
(1970, p.135) identified various goals viz., socistal goals,
”oﬁtnut goals, system goals, product goals, and derived goals.

If ane takes the view that organisational effectiveness is a
function of accomplishment of goals, then,_one would have to

take a variety of thess into account. In Bontrast, the resource
utilisation aporoach focuses on the organisation's ability to
draw from its enyironment various scarce resources needed for its
functioning. Table 1 summarises various models of organisational

effectivensss (Maheshwari, 1978, po.38-40).

Insert Table 1 abaout here
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One of the more accepted defimitions of organisational
effectiveness is the one by Mott (1972, p.34)., He states that
organisational effectiveness is

"the ability of an organisation to.mobilize its
centres of power to produce, adapt to change
and cooe with emergencies"

Whereas this definition may be applicable to both an organisation

as well as a group of organisations, most work on organisational



effectiveness has centred around examining the effects of its
environment, techrmology, its structure and processes as well as
the people in the organisation. This may not be directly relevant
Fbr developing a model of inter~organisational effectiveness. The

concent of accomplishment of goals as well as utilisation of

resources may well be used as two piyots around which a concept

of inter organisational effectiveness mey be developed. It is

also to be recognised that in the context of developing a model

of inter-organisational effectiveness the dimensions of goal
accomplishment and resource utilisation may be at conflict with

sach other. One organisation in a group of organisations may

wish to exploit its environment viz., other organisations in the
netuork to the detriment of common goals as well as to the detriment
of other organisations. Therefore, a model haé to be built on

the concent of 'balance' of these two forces.

Inter-organisational effectiveness

More and more there has been realisation that large
societal nroblems and issues depend on different organisations
joining hands together in the performance of a certain common
task, Therefore, more and more, the enuirgnments of organisations
ate most realistically regarded as being composed of other
organisations (Metcalfe, 1975, p.4). Again, there is an

increasing realisation that the boundary transactions between
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a set of interacting organisations are very critical for attainment
of common goals. These transactions also become important in order
to generate resources from organisations in the inter-—dependent
netﬁork as well as organisations outside., There has alsn-been
increasing concern with the behaviour of organisations in a
collectivity, esnecially, uhere they are inappropriate responses

to tﬁe actions taken by organisations in the gcollectivity as well
.-a8 isolated actions (Warren, 1972, p.21). Therefore the focus

has moved towards delibesrative coming together of various organi-
sations for the-@urpose of Joint action within what might be

caonceotualised as an inter-orpanisational eollectivitys For the

purpose of our discussions, an intsr organisational collectivity
may be defined as two or more organisationsrwhich
"join together as an action system to attain a specific
objective by performing a set or series of goal dirscted
behavioural acts" (Van de Ven, Emmett and Koenig, 1974,
p.118)
This, therefore, argues for deliberate interventions in structuring
the relationships bestween various organisations in the collectivity
in order to takes effective joint actions. These jeint éctinns are
made possible, among others, by different boundary spanning roles
in the organisations involved in the collectivity. In the process
of coming together to take jolnt actions the boundaries of individual
organisations get diffuse and new boundaries emerge.
Tha bnﬂndéry spanning roles and the people in these

roles are mechanisms for dissolving organisational boundaries and

for creation of inter—organisational boundaries for the purposes



_ of joint action, Therefore, a new set of boundary snanning roles

for the inter-organisational collectivity, as a whole, emerge.

There are two perspectives that are helpful in terms of

understanding the functioning of inter-organisational collectivities.

b

The first is a perspective which examines the comparative properties

of an interaction network. The second examines the relational
oropertiss of the network (Marratt, 1971). For our purpose, it is
the latter which is relevant since the focus in this perspective
is on the linkage mechanisms between the various organisations.
Even here, there are two approaches that exist. The first apprﬁach
examines the dimension of interaction or exchange between organisa=-
tions while the other subjects machanisms for coordination between
the different organisations to a searching scrutiny. Both are
relevant.

Four key dimensions have besn identified for examining

the linkage relationship between organisations These ares

"1, Formalisation -~ the degree to which exchanges
between organisations are given official sanction
or agreed to by the parties involved, and the
extent to which an intermediary coordinates the
relations (e.g. Hage and Aiken, 1967)

2. Intensity - the amount of involvement reguired

' by parties to the exchange in terms of the size
of resource investment required, and the freguency
of interaction (e.q. Johns and Demarche, 19573
Reid, 1964: Mayhew, 1971)

3. Récinrncity - the directions of the exchangse
(unidateral reciprocal, or joint) and the extent
to which terms on the bases and conditions of
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the sxchange are mutually reached {e.g.
levin and White 1961, Guetzkow, 1966)

Standardisation — some reliable determination
ar fixedness of the units of exchange and
procedures for exchange between croanisations
(e.g. litwak and Hylton 1962}" (Vande Yen,
Emmett and Kesnig, 1974, p.117)

In the second apnroach, a variety of linkage mechanisms

are identified.

These mechanismg are commonly considered as

dmvandent variables with the four factors identified above as

independent variahles. Egﬁhon messengers, cunrdination'agency,

inter-agency committees, among others, have bsen ressarched.

However, this ramains an underexplored area. Bafore one develops

dimensions for inter organisational effectiveness it would be

useful tao examine why different organisations coms together.

Four possible reasons have besn identified. These are:

1.
2.
3.

4.

for sharing pertinent information:
for promoting areas of common interest;

for jointly obtaining and allocating resources
more than would be possible by any one organi-
gation if it ware to act independently: and

for protecting areas of common interest and
for sorting out any problems (Van de Ven,
Emmett, and Koenig, 1974, p.119)

~  Any concepk of inter~organisational effectivenass would

have to keep thase four objectives in visw, To guote van de Van,

Emmett and Koanig, (1974, 0,120):

"As 3 social system, the actions aof the
croanisations are irnter-dependent and
ayer btime member nrganisations, or



representatives thereof, taka on specialised
roles and develop behavioral expectations of

sach other regarding the rights and obligations
of membership in the collectivity., In this

sense, Clark (1965: 234) suggests that two or
more interdependent organisations bind themselves
together by performing specialised activities

to attain a specific objective for a limited
period of time, often by the terms of a

contract, As a collectivity, this role structure
is such that the IC can act as a unit and make
decisions to attain the goals of the system.
Generally, decisions are allowed to emerbe out

of the interaction among various role occcupants.
Modifications and changes which are necessary

in making a joint decision ‘'oseccur incrementally
through the waxing and maning of the resource
allocation mechanism, and through changes in
legitimation or shifting deomains' and roles of
members within the IC (Warren, 1967:413)"

Thus, specification of boundaries of an inter-organisa-
tional collectivity are problematic. However, it is possible,
in a given situation to draw boundaries for an inter-organisational
Jollectivity, It is guite possible that the drawing of thsse
boundaries would itself present a major task for the boundary
spanning people from different organisations in the collectivity,
Elusive and ill~defined inter organisational collwectivity

boundaries are likely to lead to ineffective joint action.

. Another way of looking at inter organisational effective-
ness is to look at four problems which all social systems have
to solvye if they have to survive. These are:

"1, goal attainment or enmabling system participants
to attain their goals:

2, integration, or articulating together the
actions of system members;



.3, adantation, uwhich refers to the boundary
maintenance, relationship between the system
and its erwironments and

4, instrymental pattern maintenatiee or snsuring
that the task activities, norms and values of
participants are consistent with thoss of the
system" (Van de Van, Emmett and Koenig,

1974, p.123)
Therefore, this could be considered as four dimsnsions on wﬁich the
effectiveness of an inter-organisational collectivity could be
explored. Thus, these could be used as the focii for interventions
in inter-organisational collectivities, Before turning to such

interventions it would be useful to explore the concept of

‘boundary ! in aorder to place the discussion &n its context.

Centrality of Boundaries

Gunnar Hielholt (1976) discusses boundary and identity
as key concents and says that these characterise Europe. He says
that these two concepts critique the modern organisation theories
which advocate matrix organisation or temporary systems, These try
to blur the essential group identities, His contention is that
the real solutions are in the direction of creating conditions in
which groups are allowed their identity but can extend their
boundariss go influence the organisation as a whole, i.e., they
are allcwed to share in the buuer. This concépt can bs extended
to the inter-organisational collsctivity where different organi-
sations can be conceived of as coming together and can be conceived
of as maintaining their identities while influencing the inter-

organisational collectivity as a whole., Therefore, interventions



have to strengthen both individual organisational identities as
well as assist in the extension of individual orgahisational
.boundaries to encompass the inter-organisational collectivity.
_}Uelholt 5ay5 3

"In history many groups haye experienced a reduction of
their territories, and the meaningful life which at
one time could be fulfilled inside anse boundary had
to be repressed or the gratifications has to be
sought somewhere else. Freedom of choice became
restricted and, more and more, groups saw themselves
as powerless. For many, the only power left is the
power of sabotaging the complex society?

If interventions are in the direction of threatening
the territories of individual organisations, they are likely to
create anxieties in these organisations, Therefore, the inter-
ventiens should be such that théy produce a confluence, I have
borrowed the conceot of confluence frem Fritz Perls (1979, p.117).
He says:

"I am smoking. I am blowing a ring. I can identify
this as a smoke ring. A gentle wind is stretehing
it. It is floating upward, distorting its shape,
enlarging it, thinning it. It is still there —
vaguely. It loses its boundaries. It's disappearing.
I have to strain to be still aware of it. Now it
is gone, Gone? No. It is there in confluence with
the air and it is no longer identifiable. We wou ld
have to sampls and analyse the air in the room to
trace its substance, although its gestalt, its
definition is gone.

I am leaving the room. On returning, I smell the
smoky air. I made contact., I am now aware of ths
smoky air.

In confluence, awareness is reduced to nothing, In
contact, awareness is intense. Hefore I reentered
the room, I was not aware of the smoky air. I was
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not eware of the smoky air, I was isolated,
sgparated from it, This phenomsnon is the
best known and best investigated in modern
psychiatry: repression, block, inhibition,
compartmentalisation, scotama, blind spot,
blank, amnesia, wall, censor, plastic, sheet
eten.

While organisational boundaries vanish, confluence has taken place
with the inter-organisational collectivity. Therefaore, interventions
are needed to produce such a confluence of the individual organi—

sations with the inter-organisational collectivity,

Rice (1969) has dealt with the issue of boundaries in
the context of inter-group relationships, among others. He states
hisrbasic propositions in the following wayss

". The effectiveness of every intergroup
telationship is determined, so far as
its overt purposes are concerned, by the
extent to which the groups involved
have to defend themselves agalinst
uncertainty about the integrity of
their boundaries.

2.Every relatioqship - betueen individuals
within small groups and within large
groups as well as between groups = has
the characteristics of an intergroup
relationship,

A corollary to the first Draposifion is,
that the making of any intergroup rela-
tionship carries with it the possibility

< - af an Ureakdoun in authority, the threat
of chaos and the fear of disaster"n,
(po.565-66)

In Rice's terms, interventions would be necessary in
the direction of identifying a primary task for the inter-

organisational collectivity, This primary task would, in turn,
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define the essential relationship of an inter~organisational
colliectivity to its snvironment. Rice comsiders that the most
important management control in any organisation to bes the control
of the boundaries of systems of activity, He, therefore, defines
task management as (1) the definition of boundaries between task
systems and (2) control of transactions across boundaries (Rice,
1969, p.567). He goes on to add that the management of an
enterprise requires three kinds of boundary controls
"1. Regulation of task system boundaries (i.e.
regulation of the whole enterprise as an
import-conyersdton-export system, and
regulations of constituent systems of
activity)s
2. Regulation- of sentient system boundaries
(the boundaries of the group to which
individuals belong, either directly through
their roles in systems of activity or
indirectly through their consequential
role~gets and personal relationships)s
3. Regulatior: of the relation between task
and sentient systems" (Rice, 1969, p.568)
Interventions therefore, have to focus equally on all
the three aspects of boundary cantrol. In an inter=-organisational
collectivity, the regulation of sentient systam boundariss and
the regulations of the relation betuwsen task and senmtient systems
" is bound to be very critical in terms of daveloping the inter-
organisational collectivity as an action system. (One would
wager that failures of performance and failures of inter-organi-

sational relationships would be found in failures in terms of

regulation of these two aspects.
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In order to understand the complexity of interven-
tions reguired in boundary control in inter-organisational settings
the following guotation from Rice is most apts

"The number and complexity of the bpundary controls
required for even comparatively simpls transac-
tions between groups might make one wonder how
any salesman eyer got an order for anything. The
reality is, of course, that the prsponderance of
intergroup transactions takes place in settings
in which the conventions are already established
and mutual pays-offs understood. Nevertheless, I
suggest that it is this complex authority pattern,
imperfectly understood and imperfectly comgprehended,
together with the need to defend each of the
boundaries in the multiple transactional systems
against uncertainty, chaos and incipient disaster,
that gives rise to the futility of so many
negotiations and to the unexpsected results that
often emerge., The conuentions and payeoffs for
the majority of intergroup transactions are
defences against chpas and disaster. In new
kinds of negotiations without established
defences, the fear of chaos and disaster often
makes procedure more important than content®,
(Rice, 1969, p.582)

Elabérating on uncertainty in another context,

Donald Michael (1973) graphically depicts the issues that would
be involved in inter-organisational interactions. More the
uncertainty surrounding the outcomes of inter-organisational
collactiuities and more turbulent their environments, mors the
anxiety that would be involved in acknowledging uncertainty
and acting on it. The follouing paragraph;-highlight the issues:

"Ackncwledging uncertainty and acting on it also

raquires skills in interpersonal behavigur that

most of us lack as members of task groups. To

acknowledge that 'I don't know' is to acknow=
ledge that one's infermation or control ars
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inadequate, or that one has been unable to

make avzilable t0 others the bases For control
which one had been employed to provide. Under
normal operating conditions this along would

be threatening enough. But there are additional
threats to corventional definitions af what

it is to be competent as a decision-maker

_or planners if the formal data are acknowledged
as insufficient for decision-mpaking, then
hunch, intuition, and Feelings would become
irrepressible contributors to the planning
process and theez2 are just what the frational!
approach in conventiorel organisations tries

to aliminate. Haying succeaded wall in repressing
{f not eliminating them, we have not learned
how to use them and thereby we mostly fear
them = again in part because they seem
uncontrallable, especially in curselves.

Acknowledging that 'I don't know'! is dangerous
enough, but acknowledging that 'we don't know'
wauld, in our present schame of things, appar-
ently leave little to keep one's world together,
little for one te count on. What is more,
exnressing that intuttions and feelings that
would well upr In a 'we don't know' aitwation
ruans countertn all canens of rationzl behaviaurs
set by and for professionals operating in formal
organisatians, particularly in government
agencies., To sunoort others in doing so would
take much unlearning of interpersonal styles
that have previously been highly rewarding -

or have seemed to be, Learning to support
such behaviour in others depend on learning

tb support feslings and hunches in oneself.

To do this reguires a willingness to risk
sharing these with others. This kind of learning
does occoul wynder appropriate conditions, but

it is painful, btakes time and atrophies unless
the learner's working context is supportive

and rewvarding af these new skills. But sc
upsetting is this unilearning and new lsarning,
and so fraught with fantasied and occasionally
real psychological danger, that paopls will
tolerate conventional behaviour to the point

of not noticing gross orgenisational mal-
functions, or of raticnalising them as
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'‘natural' human negotiating behaviour. If
uncertainty were rcutinely acknowledged,

the content, processes and procedures would
be quite different for the conduct of
programming, evaluation. goal setting,
changing organisational design and handling
relationships with the environment. Obviously,
there will be heavy burdens involved in
learning what the new substantive, inter-
personal amd structural conditions should be",
{Michael, 1973, pp.127-28)

Thus, interventions ars called for which would be
primarily addressed to the outcomes of inter-organisational
collectivities and the processes of boundary control arising

_aut of organisations coming together,

Strategic Interventions

By strategic interventions, {t is meant that these

are planned activities undertaken by key actors in a social action

system which bring about significant changes in the posture and

perception of the social system towards its primary task and its

anviéqnmant. One can conceive of three types of stratsgic
interventions in relation to inter-organisational effectiveness.

These are:

1. Purpose creating interventions: This would
cover development of superordinate goals for
the organisations involved in the collecti-
vitys canscious mapping of organisational

- as well as inter-organisational futurs
" states and development of specific action
plans for movement toyards both.
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2. Boundary changing-interventiongt This would
include development of roles to handle problems
of dissolution of boundaries as well as creation
of new boundaries; conscious identification of
the stake holders and their salience from tima
to time; conscious operationalisation of inter-
organi sational dependencies and ways of handling
these dependencies and development of mechanisms
for inter-organisational linkages from time to
timE-

3. Culture changing interventions: This would
include activitiss to develop trust among the
interacting people from various organisations
at different levels at different points of .
time; conscious creation and murturing of
teams across organisations for the performance
of different tasks at different points of times
conscious creation of mechanisms for on-line
real-time information sharing to bring about
effective monitoring and control without unduse
reliance on sophisticated and expensive
technologies,

These interventions are resnectively addressed to goal attainment,
instrumental pattern maintenance and, lastly, both integration

and adaptation. All thess, therefore, become important imputs

to inter-orgéniSational effectiveness. Figure 1 outlines a model
for relating strategic interventions to inter-organisational

effectiveness.

Figure 1 to be inserfed about here

Most critical role in the strategic interventions
have to be played. by people occupying boundary spanning roles.
In addition te traditional boundary spanning rples, name ly

. Chief executives and people handling normal input-~output transactions
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new roles may have to be created for handling emerqing input—oufbut
transactions necessitated by the primary task of the inter-organi-
sational collectiuity. Alternately, these transactions may have
to be integrated with the existing boundary spanning roles. Further
what would normally be conceiyed of as intra-organisational roles
ke M.I.S. and Management Services may begin. to play boundary
spanning roles in the light of the primary task of the inter-
organisational collectivity, For.examﬁie, in » large construction
project, Therefore, it is argued that a whole set of inter-
nrqanisational processes are both reguired and set in motion
whose complexities call for strategic interventions directed at
them, Managers have to find conceptual guidelines so that these
issues are handled at their level of occurrence and sophistication.
Organisation develooment interventions as are available (french,
Bdll and Zawacki, 1978) are of help, but, their use should be
enlightened by an understanding of the context of inter-
organisational collectivity., The present paper is a modest venture

in this direction,.
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FOOTNOTES

lo While there are éeueral studies on public dedivery systems,
public programmes and large construction and technological
projects, very few address themselyes to inter—organisational
issues and interventions. However, some insights are avai lable
in the following, besides those referred to in the text;
National Economic Development GfFfice {(1970)
Large Industrial Sites.
Renort of the working party on large industrial construetion
gites,
Paul, samuel (1981) Beyond Inyestment: Some Lessons From
Davelonment Programmes, Ahmedabad: Indian Institute of
Managemant, Mimeo.

Select committee on Enerqy (1981) The Governments' Statemont

 oh the New Nuclear Power Programmes Vaolume 1 =- Report and

‘Minutes of Prnceedings London: HMSQ

Reports and studies of this kind are rare in Indian settings,
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TABLE 1

MODELS OF ORGANISAT IONAL EFFECT IVENESS

SeNo.

-~ T—

10

11

Author's Name

—

Effectiveness Criteria

Georgopoulos and Tannenbaum
Bennis 1
Blake and Mouton

Cap low
Katz and Kahn
{aurence and Lorsch

Yuchtman and Seashore
Friedlander and Pickle
Price

Mahoney and UWeitzel

Schein

Productivity, flexibility
absence of organisational
strain

Adaptabi lity, sense of
identity, capacity to
test reality

simultaneous achievement of
high production and high
pecople centered enterpriss

Stability, integration,
voluntarism, achievement

Growth, storage, survival,
control oyer enviromment

fOptimal balance of integra-
tion and differentiation

Successful acquisition of
scarce and valued resources;
control over snvironment

Profitabllity, employes
satisfaction, societal
value

Productivity, conformity

morale, adaptiveness,

institutionalisation

Gengral Business model

Productivity—-support—utili-
sation, planning, reliabi-
lity, initiative

R&D Model: Reliability,
co—operation, development

Open communication,
flexibility, creativity
psveholonical commitment
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§.No. ' Author's Name Effectiveness Criteria

12 Mott Productivity, flexibility,
: adaptabi lity

13 Duncan Goal attainment, integration,
adaptation

14 Gibson et al Shortrun: Production, efficiency
satisfaction

Intermediates Adaptivensss,
development :

longrunt Survival

15 Negandhi and Reimann Behavioural index: Manpowsr
acquisition, employse satig-
faction, manpower retention,
inter~personal relations,
inter-dapartmental relations,
manpower utilisation

Economic Index: Growth in
salas, net profit

16 Chi 1d Profitability, goowth

17 lisbb Cohesion, efficiency, adapta-
' ' bility, supfert
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