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INDIAN BUSINESS HOUSES AND ENTREPRENEURSHIP
A NOTE ON RESEARCH TRENDS

Dwijendra Tripathi

Empirical research in entreprenéurship is of recent origin. This
is eo0 because it ie only recenmtly that the entreprensurial and manag g
rial_ability was accofded full recognition as one of the proximate
causes of economic development. True, there was cong iderable daebate
on entrepreneurship in the first half of the 20th century - a debata
inspired by the seminal contribution of Josooh Agaghgapeter‘a Theory

of Economic Development, published originally in German in 1911 whose

English version first appeared in 1934 - but it was centred around the -
place of entrepreneur in_ecunémic théory. It was only around the migale
of the 1950s or the beginning of the 1960s that the attention shifted
from the purely theorsticael discussion to the specific or tangible role
of entreprensur in economic and business development in various
countries, A rather unfortunate consequence of this was a con-

ceptual confusion abuuﬁ entrepreneurship. To the puritape it

still connotes, as Schumpeter and his followers emphasised, an

economic endeavour of unconventional nature or business inno-

vation, while many others consider it synonymous with self-

employment or setting up of a new business unit and the number

of those who would like to expand the meaning of the term to
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include any kind of innovational act = not only in the sphere of
bus iness alone but also in the political, social, literary, eduw
cational er institutional fislds -~ under the rubric of entrepre-
neurship is by no mears smalle Borrowing a phrase which a
prominent political theorist said of socialism, it is no exaggerate
jon to say that entrepreneurship as a concept has become like a

hat which has lost its shape because everybody wears it,.

The preuailing notions of entrepreneurship can be brﬁadly
divided into two categoriess (1) scientific which predicates the
concept pf innovation as the hallmark of entrepreneurship; and
(2) popular which emphasises riske=taking, regardless of the magnitudeg
of the risk or the.sphgre it pertains to, its essential Feature.
This is not the place to clear the confusion generated by the
purists and the populists or to attempt to effect a compromise
betweer the two. Nor it is nesessary to do so for the limited
purpose of this piece. For whatever may be our conceptual sympathy,
the career of no large business house can be analysed without some
reference to entrepreneurial cxertion at some stage of its history.
Admittedly, the quality of entrepreneurship « innovation or rigk-
taking or both ~ manifested by all large houses would not he alike
and the social impact of their endeavours — perhaps the only
meaningful yardstick of entrepreneurial quality - would certainly
differ. But to proceed on any fixed notion of entrepreneurial
qualityy at any rate, would be unrealistic; it is more meaningful

to conceive of a hierarchy of entrepreneurial menifestations. Some



hous es may be more entrspreneurial than the others or the same
organization may manifest varying degrees of entrepreneurship at

different stages of its development.

These variations could have been brought to light cnly by
empirical investigation but empirical rescarch had to remain at
the short end of schalarly priorities until there was a minimum
degree of consensus amcng the theorists about the role of sntre—
preneurship as an essential factor of production, And this kind
of consensus did not emerge until well up to ths middle of the
1950s. Thaoretical discussion in which the western social sciene
tists, primarily sconomists, indulged during the period was of
little interest to the indian scholars who were more and primarily;
-concerned with investigating the basic causes of India's economic |
backwardness and it is in the works deveted to this theme t hat we
can discover some references to Indian entreprensurial behaviour.
In other words discussien on the nature and manifestation of
entreproneurship in this country was nothing more than a peripheral
issue in the analysis of the principal t heme of economic development
or lack of ity scarcely any work with specific focus on entroppg-—

neurship was produced in this period.

Practically all the works dealing with the cconomic backwardness
of the country, published before thz 1950s, were macronalyses _
based on deductive formulations. One of the most dominant of
these formulations émanabed from the assumption that there was

somethim inherently subversive of material ambition in the Indian



cultural and religious values. Inspired by tho writings of -.
ReHeTauwney and Max Weber the analysts in this genre pleaded

that Hinduism, the dominant religion in India; had various elements
which militatod against the growth of cconomic ontrepriscs. Casto
division inhibited occupational mobilityjbelief in the theory of
kafma made the pooplc rosign to their fat:; omphasis on dﬁing one
duty without regard for the fruits of onc's labour offered little
inducoment for metcrial uplift; and "othoruworldlincss" = tho over.
arching influcnce of Hinduism according to this school - gencrate
less than sufficicnt ond necessary procondition fige worldly
progress. And theose negative elemonts were so overwhelmingly
potnﬁt that even the adherents of other religious systems such

as Islam and Christianity could not escape their debilitating
ipfluence. The result was that the Indian personality, by and

' . : . 2
large, remaincd enti-ontrepreneurial or unentreprencurial.

Without challenging the basic assumption o the cultural
determinists, anothor school offered a parallel explanation of
India's economic boackuardness. This consisted of a clasp of
writers who advancod a line of rcasoning popularized by a group
of 19th century polemists including Dadabhai Naoroji, M.G.Ranade,
Ge KeGokhalo, and R.C.Dutt. This school — the nationalist school ~
placed its analysis within theo frameowork of economic stimuli
rathor than cultural compulsicns but the basic thrust of its
approach was also deductive in characteor. It started off yith
the assumption that impcrialism by its very nature is exploitative

and theo heavy yoke of British domination was too much for the



Indian cconomy to bear or even circumvent. Conseguently, and
incvitably, the Indian business developments were bound to gat
retardeds This linc of analysis suggested by implications that
the material conditions in - British India was not conducive
enough for the Indian cntroproncurial abiiity to find its full

3
oxpresslone

While thc first of tho above two Formulations remained almost
undisputed, theo seccand did not go unchallongoed. The initial
challengc to the nationalist position originally came from the
British administrators of India, notably Lord Curzonm, but it was
left to a later writer to invest the imperialist school with a
scholarly justification. LeCsA.Knowles in her Economic Development

pf the British Ovorseas Empire (London, 1924) plcaded that infra—

structural facilitics developed during the imperial regime created

the conditions without which no economic change, however limited,
would havo been possiblo « Underrating tho obvious unscomly side
of imperialism, sho cmphasised on the political unification of the
country; improvcment in.the law and order situation, the devolop--
ment of communication and transport faci litics, and the conscquent
ﬁxpansion of theo markct as the positive clemcnts in tho British
rule, Ironically, her position was not very mudh digsimilar from
that of Karl Marx, the god~fathor of the nationalist school, Qho
was among the first te rotor to a "social revolution” in India
wrought by theo aliaﬁ rule, although it-mould be preposterous to

identify the arch onemy of imperialism with the imperialist achool.4



Staring emch other in the faéa without any attempt to como
to & compromisc, theso threc strands of writings suffored, strangoly
enough, from a common wcaknesse Bosidos being ggsentially doductive,
the analytical framework employed in all thesc was basically uni-
factoral,. Ifrthc cultural dotominists, in their anxicky to justify
their sssumption that social and roligious valucs of a community
were.bound to influcnce its oconomic bsohaviour, paidlno heeod to
the capacity of a tradition to modernize itsclf and adapt to the
change in the material onvironment, the nationalist school, obsocssod
with the hedious side of imperialism, took little notice of the
forces set in motion by the British ruling presence which brought
about a gualitative transformation in the setting in which the Indian
businoss had to chart its coursce And thc imperialists emulated
‘their nationalist counterparts in ignoring the debilitating
influence of a political systom which by its very nature had to
be nothing but oxploitatives A synthesis was possiblc only if
the proponents of thesc schools would havce cared to examine the
actual exporionces of Indian business, not at © macro but micro
levsl, against the backdrop of what thoy regarded as the inhibiting
or facilitating factors in the situation. This would have provided
a much nceded corractive to their a priori assumptions, from which
their Formulations emanated, but with their reluctance to spoil
thelr respective pure, ncat models, they could sight only one side
of tho picture and failed to comprehend, like the proverbial blind
mon and tho clephant, the complex reality. Anotheor weaknoss of
these works was that they looked at India as a discreto unit,
ignoring that verieous regions of thao vast country might manifest

different kinds of economic behaviour. .



While concorn for cconomic develepment claimed a preporderant
share of scholarly endcaveours before 1960, somc sther works, not
directly related to this problem, scomed to reinforme or acquiesce
in the formulations of one or the other of the three schools out—
linod above, A class of treatises, dealing with the cestes and
tribes in India, scemed to lond support, though obliquely, to
the cultural detcrminists and so did the studies relating to the
pra~British sconomic and financial systems.5 Steering somewhat
cloar of those dominant schools werc the works pertaining to
industrial organization in India particularly thc masaging agency
system.6 Most of thesc were descriptive accounts of how various
castes devecloped and how they functioned or how the Indian traders
and financicrs operated and how a now system of corporete manage—~
mont took rosts in India in the wake of industrialization. Even
though these works werc not deductive in character, they toc
presented a gencralized pictwre and thus wers less than uscful
inputs for understanding -~ the busincss attitude and

behaviour in Indiae

The most ecloquent svidencc of the scholar's prooccupat ion
with the cconemic growth theorics and deductive formulations
beforc 1960 was that in the heap of a vast litorature of this
~genre, there was only one conscious attompt to revicw the actual
business situations in India over a pericd of time and examine the
forces that shaped the dynamics of business behavicur, D.R.Gaggil's
two brief -monographs — Origins of the Modern_Indian Businecss Class

and the Businsss Communities in India which appeared in the 195057 -




aimed at onquiring into the stages of the growth of Indian businass
and the composition of the business class. So pervasive, howcucr,
was the impact of the cultural school that oven Gadgil could not
quite escape it and asserted that unlike other societics, india
developed only a numbor of busincss communitics rather than a
composite busincss classs. To bo fair with Gadgil, howovor, it

" must be stresscd that his two monographs werc mere propesals for
furtﬁcr invostigation and it is quitc possible that he would have
modificd his hudpothesis had ho been able to test it against
empirical investlgation informed by an undorstanding ®sf a proper

historical perspectives.

It will be uncharitablc indced not to recognize the valuc
of the works produced before 19%0. For one thing, thoy sct the
trends which continucd to bec noticeable in tihc future, for a
largo number of studies published in fhc 19608 and ovoen later
can bo identified with one or theo other school which dominated
the carlicr writings or relatcd t o the Indian social-or organizat-
ional structure. Only that the lator writings worce more sophisti~
catad and analytical. UWhile quite 2 few of thesc still remained
prooccupiod with goneral sociclogical=institutional or politico-
economic dimensiqns,8 at least some of thc works displaycd a
welcome shift from the purely deductive approach to include ontre~
prensurial-managcrial aspects in their analyscs. The thrust of
the lattor kiﬁd of writings was not so much to emphasise the nogative
elements in the Indian social systom or imperialist sctup as to

bring-into focus heow the Indian business assorted itself inspito



of thesc obvious disabilities or how the change in the material
environment resultod in the readptation or reinterpretation of

the social-~cultural ualues.g

This welcome shift was aided, directly or indirectly, by five
kinds of workst (i) a serics of industry studies which domonstratec
that inspitc of adverse environmental factors, thc organized scector
grow in strength over a period of tims, (ii) a numbor of works on
the rise of business corporations and corporate management which
Indicated that the Indian businessmen wore capable of perceiving
new opportunitics and doveloping a distinctive style of man~gement
consistent with their ncods and social structure, (iii) the studies
of communitics and tastes, tracing their evelution and growth,
Jointing to the fact that in many cases tho Dccupational behaviour
sattern, as prescribed in the EEEEEEEEEE schome, crumbled in the
fﬁce ﬁf the rising tide of cnvironmental changes, (iv) a fow
experimental works whi;h seemcd to suggest that Indians gid not
lack éntrsproﬁcurial motivation and that oconomic viéion and urge
could be genoratod and sustained through gonerating oxpectancy of
suitable reward, and (v) a large number of memoirs ef businessmen,
‘biographical litorature, and souvenir volumes which went to show
‘that neither the sociological constraints nor the imperialistic
hurdles wore too unsurmountable for the iritiative and ingenuity
of enterprisinc “ndians irrespoctive of their secial-cultural
backgrounds.1D Most of the works in the last category, admittedly,
were writted by businessmen themselves or goneral writers often

comissioned for the purposec and thus lacked scholarly rigour,
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but thoy contained sufficiont material to generate a fair dogree
of skepticism in the mind of the perecptive obscrver about the valil-
dify of the g prigri notions of Ipdian entrepreoneurial behaviour.
Along with the abovs mentiosncd woTks, purely theorctical contrim
butions on tho relye of ontrcprencural—manngorial abilities in
economic dovelepmant inspircd @ frosh lock at tho entrepreneurial

motivation and manifcostation in India.11

Tho result was that a numbsr of computent, rigorous studiecs
appearcd on tho scene in the 1960s and latcr. In contrast to the
earlior works, thesc had strono empirical base, resulting from come
prehensive surveys backed by apprepriate analysis, Also, most
of these had regional foci rather tharn an all India perspectiveo
which, by and large, was the cencorn of thc carli;r morks.12 These
researchos creatsd further misgivings about the validity of the
deduct ive formulations which characterized the Pre~1960 approaches.,
A large numbor of thesc contributions, however, related to small
scalo cstablishments or thg units emerging in the wake of indus-
trial estate movement, Their primary focus was on the initiation
and grouth aspocts/f:c irdustrial concorns that emerged after
_Indapendance as aresult of various incentives cffercd by the
government; thoy paid little heed to managerial stretoegios and
functiqns. lLarge houscs that had doveleped bufore 1947 orp that
camoxinto being after froodom recedved logs than sufficient
scholérly attention - a situation which tontinucs to provail cven

to this day.
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Scveral rogsons can be adduced for the relative indifference
to large groups, First, a propox study of the process of their
growth demanded a historical appreach and the historians romained
overly occopicd with aggregative studigs of socio~cconomic devolop—
mont; micro-analysis of individual houscs held little sttraction
fﬁg thém. Sccondly and perhaps more importantly, tho rocords of
ﬁhése houscs were either extinct or inaccessitle to the roscarcher

to preserve
because of the busincssman's failuro/his records or his natural
reluctance to subjoct himsclf to scholarly scrutiny. And thirdly
and a natural corollary to tho above two factors, busincss hisﬁory
movemont remainced undeveloped and continucs to remain so., Had the
historian cared to usc the materials available in the office ofthe
-registrars of companics and hationai and statc archives supplomonted?
gﬁf newspapors, megazinos, yearbooks otc,., be would have becn, ocven:
:iahﬁhe“absence of company rocords, producod compctent works on the

4 on
stagus of the growth of Indian business, if not/those of individual

houses. And this perhaps would have mads somo dent on the geeretive
attitude of the Indian torporatec world. But this did not happen

and the only source of our understanding of the dynamics of big
buéincss in India romained eithor the deductive, gencralized works

of macro natura or the publicity oriented materials produced on

the hehest of busincss houscs thomsclves.

Welcome signs of change are visiblc on this front as well as
business histery has gained a measure of rcspectability, In

the last decade or so 2 fou works dealing with the carcer of
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entroprencurship, have come to light. Ph.0, and M,Phil. theses

'Hauc been producod relsting to tho entreproneurial exploits of

big business in descretc regions.13 All these works aro bascd

on durable ompirical data.gleancd from the annual reports and

balancc sheete of the companises and such other documents, suaplemented
by participants' obscrvations. Tho numbcr of such werks is still
likc a drop in the ocean and most of these, like the workg pertaining
to small gcale scctor, have placed major omphasis on the pattorn

of growth, ignaring, by and large, ihc strotogic side of managerial-
sntrepronedrial manifestation, The result is thet'tTedr usefulness

as the bagis of gnncraliz;tion remains to be limitods Thoy, at

bost, can provide working hypotheses which can be confirmed; rejected,
or modificd only if wo hauo/ﬁﬁch larger samplee Thoe neod to

promote empirical studics in thg historical dcuelobmunt of largae
houses, thorefore, is incscapeble if we want to comprehend the

antoccdents and growth of entreprencurship in India.

This suggsstion, implying prcfcrencu for a historical approach
and accent on busincss houses, ncods some explanatien, Entreprencur—
ship, by its very nature, is 2 creative response to tho discquilli-
brium botwgen the purceivable opportunitios and their oxploitation
for profit purposcs and this kind of disequillibrium roesults from
the changing constellation of forcos or anramalgam of factors
specific to a decision-maker or a group decision-makers ~ sociale
cultursl valucs, family affiliation and upbringing, nature of
oducation and lecvel of traininé both formal and informal, social

contact and roference groups, domonstration offoct and exposuro to
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.ﬁam ideas and oxperiences and the general environment such as
pqlitical situation, cconomic infrastructure, and gencralized foals
and aspiratioés of a socicty. The perception of profitable oppor—
tunitics by an individual or a greup of inﬁiuiduals, detcrmined by
the constellation of forces at a given point of timo, may lead to

" the initiation ond consolidation of a vonturs and, as the con~
‘stellation changes, te its expansion or contraction. The changing

- eongtellation of forcos may also dotcrmine the nature of strategies
pursued by thc ontroprencur to achicve his aobjectivs at difforent
stages of tho development of his ontreprisc (sze tho following
page for a schomatic presentation of this model of the entreprensurial
prﬁcess). If this is sp, therc is no cscape from a longitudinal
app;paﬁh for only through this appreach -will the responses to
?usinuse opportunitics and the factors facilitatingkor inhibiting
such responsos can bo Propcrly comprohondeds, It must bo stressed,

T_huuovef, thqt-a mzaningful historical approach by its very naturc
must have a strong theorctical basc furnishod by othcr disciplines
such as soci;iogy, occonomics, anthropolegy, psychology octc., and
tﬁﬁs must have an interdisciplinary flavour, Incidently, a historical
{qpproach would covor the stories of success as weoll as failure for
‘}hia would unfold the Proccss of growth as well as docline at the
;ﬁgricue stages of the corcer of various houscs. And it is nocussary

~to remind oursclf that a proper unfelding of entreprenourial
phenomenaon reguiros an Undorstanding of failurc as much as that

of succcss, It is no socret that tu—dafo Ue haveo Qery fow stadios

14
of buginess failurecs,
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The suggestion regarding the hous c~or iented onguiry as opposod
to the company-orionted focus requires little or no pursuasion #o
commend itself. Any obscrver of tho Indian busincss sceno knous
that until the ahclition of managing agency system, an overwhelming
numbor of companius were managed by managing agcnts/::gk all strategic
docisions about thom, the board of dircctors playing only the rubber-
stemping role. Evoen aftor the abolition of the managing agency
gystaﬁ, the powcr of the carstwhile managing agonts in managing the
donéorns they control has hardly diminishﬁd. At any rote no longi-
-tudinal study of any consequence can have 1970, whon -the managing
agency systom was formally abolished, as its starting peint, In
the contoxt of the docision-making processecs, various companics
:éalling undor the hegemony of a managing agoncy firm or its successor
;ﬁhy be viowed aé having a kind of organic reclationship and thus it
woulo be more meaningful teo study them as such. Tho house approach
rﬁould ansure this. 1t would bogshowever, useful to make & dis-
tinction between “inner circle® and Youter circle” companics of a

house as ReKeMazari has made though for a different purposo.

The omphasis on ompirical rescarch in recont years is reflected
1n the studics of busincss communitics, Ethnographi® survey, the
hfincipal concern of carlicr scholars, ccascd to be dominant. Most
EF tho works published after 1960 are bascd eon an: analysis of
cconomic forceos as a significant explanatory factor in the rise
and ovolution of theso communities, marking a clear doparturoc
from tho deductive sociological schoole In fact the zecent works

soem to suggest that the so=called business communities can be
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sean as the intermediaste formation in thce rise of an Indian business
class — a kind ofF proto-hbusiness classes which pavod the vay for and
beecamo an essential inputrin tHo ovolution of an gll=India collecti-
vity bound togethor by odonomic intcrest rather than mcrely socio-
cultural tics.15 This hypothosis, it may be recalled, is an anti-
thesis to tho one with which Gadgil had prefaccd hie research proposal
more than thirty ycars ago. Moreswork, howsver, must be dono on this
linc bafore wo can roach anything approximating 2 measuré of definie
tivoness. Both in covorago and gquantity, the recent studies are

still toc limited.

Entreoproncurial vision and manifostation of a sﬁcioty cannot
bo studied with roference tc the growth pattern of busincss units
along; comprohension of structure and straotegics adoptod to achicuc
the growth is of ogual impoftancu for the purpose, For innouationai
oT {isk—taking'ability arg not confincd only tc tochnological and
guantifiable aspocts of busincss. Most of the existing studies,
cven those published aftor 196G, arc wocfully deficient in the
mattore Even though some competont works throw some light on the
organizdticnal sice of Indian busincss in the pro=British perind,15
our knowledge of tho busincss methods in India in tho 17th=-18th
centuries is still too ipadaquats to form 2 sound basis for ﬁndcr-
standing the lator devolopmonts. Paucity of source matcrial is
vory ofton c;tad as the major constraint but this scoms to be a
convonicat alibi for scholarly indiffercncoc to an arca of crucial
importances -Confrontcd by pertinment guestions tho sources that

have beon used for writing general cconamic history of the peried



17

may come ocut with éppropriate answoerse The situation is no less
unsatisfactory when we come closcr to our own age. Even though uwe
can glean fragments of knowledge about the structural and strategic
side of big business in the post-commercial phase from the existing
studies, we do not yet have a systematic cnquiry into tho evolution
of soveral functional aspects such as marketing, advertising and public
roelations, corporate reporting and relasted matters sud ag extra—

‘ of business
business interust and social rosponsibilityd  The position is
slightly better relating to capital-labour relstions and method of
raising financus, but our understamding of the structural dimension
is still weak inspito of a plethora of works publishod on the
managing agency systom so ﬁuch 80 that we arc still not clear
about how the system priginatied and sociological factors which
facilitated its growth hpve been doalt with only in outlines.17 It
is undoniable that tho major strategics adopted by the industrial
houscs werce inspired by India's interaction with the industrialized
West, but it is inconccivable that the Indian businoss houscs
blindly immitated more developed nations in thesc matters becausc
the expericnee of one socicty is scldomeo roplicated by anothcr.
There is always an indegenous content, a cistinctive featuro, in
the business methods of cvery socicty which can be brought to
light only bylooking at thoir historical cvolubion over a puriod

of timoe

Dovolopment of commorcizl associations is yot ancthor area
in which some work ha% been donc but more needs to bo donc.

Aftor tho emergence of the British powcr, chambors of commer
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wore ostablishod inm verieus major citiocs. Most of thosc wers
domincted oy foﬁcign busincss elemonts for o long timc. As a

natural raaction, the Indian busincssmen formedt their own asscciations.
Thosc wore of two kindss (i) all cncompassing bodics which claimed

te represent Indian business in concral, nnd (ii) associations row
prosonting specific interosts such cs toxtilc manufacturing, sugar
production, coment companics ctc. Wo havs some idca of tho origin
and growth of British dominatcd chambors of comncrce ar principal
associations promntcd'by the Indians but thoerce arc still vory fou
studi cs worth tho name desling with the carocers of rcgianal_urganlzat—
ions or thasc which spokc for speeific groups of industrialists ar
murchants.18 Thare is cnc more scrious lacuma, Thc oxisting

studios lead to the crroncous conclusion that the devolopment of
crganizod prossuro groups in Incdian businocss is a phcehomenon of %hc
British phase of Indian history. The fact of the mattor is that
podserful trade organizations of various kind did oxist in tho carlier
pcried as well and semc of these, likc the Mahajane in Ahmcdabad
ond perhaps othor citics of Gujarat, dic not disappear altogothor;
thoy only underwent a kind of motamorphosis in modern times in res-
ponso to the chanacs in tho socio-cconomic CDnditiDns.qg A study

of thosc organizations in vorious parts of the country and thoir
oTganic links with the later farmations would rovoeal souveral facots
of businoss behaviour in Indiz which cannot be comprehondod in any

othor manncr.

Suchrstudics, among pther things, may throu significant light

on the political participation by Indian businocss. Barring a fouw



articlecs and stray reforoncos in works dealing with other aspocts,
wo have nothing to cducatce us ahaut tho politics~businvss relations
in pre~nodern India, and cven the contemporary scene has rcccived
grossly inadequatc attontions Largoly becausc of tho aloofncss of
Indian political sciontists from business studics, most of the warks
in this gonre havo boun produced by foroign scholars. Thui; nuwher
is by no moars large anc somc of thosz ars clearly below standard,
The result is that our understanding of the political idcology,
cthos, and attitudo of Indian busirecss is based on journalistic—
impressionistic pieccé. A weclcoms stop towards filling this gap
was rocohtly taken when thoe Indian Institute of Mapagoment,
Anmedabad organized a scminar on "iatce and Busipnoss in Indiz ¢ A
Historical Porspoctive® where papors dealing with tho government -
business polations undoer various ruling systocms from tho Mughals

o Nehru wore preusontod and diSCUSSud:zD Such indtiatives nued to
be sustaincd and cxpandod if we wish to acquirec ¢ systematic and
conneeted insight into the pelitical-idoological facters in the

Indian entreproncurial dovelopmeniss

What has been said in the foregoing pages rolates largely or
oven cxelusively to the privato sootor. This is understandable
because tho private scotor dominestod the Indiam busincss horizon
durirg the pro-Indcpendence period and mntinucs to gccupy an important
position te this day, Tho most significant dovclopment of the pest-
however,
froedom crayhas boon tho. rise of the public s.ctor. Without enteoring

into the centroversy whether public scetor companics cen be considerad

truly untroproncurial wonturcs, it ean be safoly meintcincd that the
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managoment of those cnterpriscs can manifust catreprenourial gualit ios
in detormining its production and diversification policies or markgt—
ing and financial strategics. For as has bocn emphagized boefere,

no large busincss, irrospective of its owrcrship pattern, can be
cntirely devoid of entroproncurial sbiliticse In  othor woTrds  ovon
if tho birth of thoso onterpriscs may not be rogarded as reprosenting
entroeproncurial initiatives(though it is not corroct as wo would
arquc prosontly), their subscguent develepment displayed certain
degree of what has beon characterizod as Tontreprencurial continum®
in our schoumatic framowork. And o deny an entrepronourial contosd
in the decision of the government to sct up these undortakings

is to suggost that they were ostablished without adcquatc considarat-
ion of tho nced, viability, and their multiplior effcct on the
nation's cconomy - without, in other words, an analysis of thae ration's
investment in and cxpectod returns, in the broad rather than in the
narrow scnsc of tho torm, from thesc cnterpriscss A couplc of
studies rclating to the Bharat Heavy Electricals Limitcdz1 have
cloarly demenstrated that it was not so and thus the initiatives to
establish the public suctaor giants mist be consicercd entreprencurial
in a very rcal scnsc oxcopt that in this casc thg governmont rather
than private individuals assumod the risk invelvede Eveon t hough weo
may not discovor a fiQUrU/E:diUidUal cnireproncur behind the birth
and growth of theso ~nterprises, wo may find planty of cniropre~
noursiip taking place in thom, It would b unroalistic, thoreforo,
to ignorc those uhterpriscs in any meaningful programme of ontro-

Prencurial rescarch in India,
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A large numbur of studics =~ good, bad, and indiffcront - rclating
to public scector undortakinos have come out in tecont years.
Most of them focus their attontion on the structural orobloms of
managoment rathor than tho steges of their growthe Alsoc most of
the oxisting works vicw the public scctor as o monolithic whole
insteac of & colloction of individual units.ZZTrUC, public scctor
undortakings, by and large, 5auu a commer structurc, but it is
inconcicvable that all of them would have a similar pattorn of
growths Tho varigtions in tho patteorn can be discovered only if
we focus our attentien on individual units, Littlo work has  boose
donc in this direction with tho rusult that barring a couplu/zzatu-
ounod units and ﬁationalizcd bank522 we know almost nothing of the
origin and development of public scctor corporations. Exactly as
in the casc of business houses in the privatc swtor, we noud a
large numbor of casc studies dealing with the public undcrtakings =~
and with recforonce to all those aspects which have cmphasiscd about
the privato scctor companivcs - if we wont to duvelop clearcr insights
inte tho dynamics of public scctor in India. It is aluo nocessary
to oxplore the devolopment of the ideological basis and concopt
cf public scctor because we do not have a 3ingls competont work on

this #spoct to this day.

So far wc have concorned oursclves wikh tho enterprisoes founded
and nurturcd by tho Indisns. Whilc thosc must rocciﬁu cur primary
attention, we canmot uxeluds tho chteorpriscs of non=Indian origin
from onc purvicw, Thusc can be diviced inte two cataoricos g

(i) thosc which wore born and doveloped in India or the oxpariate
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firms, and (ii)} giant organizations, having their roots ir ~-othor
countrles hich havc sproad tontaclos in various parts of thce world
ineluding India, or the multinational corpeoraticns, Some works arc
available about thy first Cotogory of units.23 Barring a ch
solitcry cascs, howaover, fou of thosc peescss scholarly rigour bocausa,
as in the caso of historiczal works or Indian firms, most of
them arc writton by gunoral writors with rrimary focus on public
rclations, Tho situation about the Indizn operations of melti-
nationals is cven worse. It must be récallcd that tho multinational
penctration into India is not a now pPhenomoncns  its beginnings can

Bec traccd back to the 19th coentury, And yot tho works on the
development of Indiam busincss havo giucn scant attontion te this
phenumenon,  India of courso figures in tho accounts of the wor 1 dewide
opecrations of a fow giants such as Ford Motor Company, Standard dil,'
Lover Brothers, Bata Shoc Company Ltc.14 but thoy provide wacfully
inadeoquatc insight into the factors impinging on their trials er
triumphs in India, And wgo knownothing about the Indian side of

the busincss of a large numbur of multinatioﬁals which for some
I'cason or the othor have cscaped the attention of tha scholar or tho
wuritcr altogothor, Although tho problom sf scurcgo mzterials for the
study of thesc organizations is morc intractable than in the case of
Indian companfcs given tho will, it muy not prove insurmaountablo,
After all, thoy too, like the Incdian companics.-have ts furnlsh .abémg
crucizl ﬁiuccs of inferm~tion about their working to thé registrars

of companicss Those files which ars readily aceossible can bo the
starting peint of our work and the data gleaned from thom may bo

supplomented by nowspapcr sourcos and inturvicws with key functionarics
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both past and pruscnt, whorovir passiblc, UWhatever tho difficultics,
we must mako an abtempt en annlysis.of the Indian porformance of
non=Indian fizms becausc such snalysus may provide a uscful basis

for comparison botween tho performanco of Indian 2nd forcign businosss
men in o cammen onvironment and such comparisons may offer a much
naeded corroctive to the popular netions about the anti-ontropro=

neurial clements in Indian culturc,

Equally, pcrhaps more, important frem this angle is tho busincss
activitics of the Indians in othor lands. The rele played by the
Indians iNEast Africa, and East and éouth East Asia is well knamn.zs
The precess which started in thoe latter half of the 19th century in
a foable way gainod momentum in the proscnt century and aftor frccaom
Indian promoters of busincss cnterprises in the developod countrics
havec attractod c onsiderabla attentioms In rocont yoars lorgo Indian
firms have oxpanded their monufacturing anco commorcial oporations to
othor countriocs to claim borths in the company of multinational
corporations. Whilc we have a feow speradic studics of the oxploits
of the peeple of Indian origin in the loss dovcolopod world, tho basis
of our knowledge of the businuss opcrations of tho poople of Indian
doscont in advencod countrivs is basod on ncwspapor roports or
Journalistic writings. As rugards tho non=Indian operations of the
Indian multinationals, somc compcotont studics have appearcd in recent
ycars but all of thoan aro macro—accounts26 with the rosult thet
they provide little approciation of the distinctivenoss of tho
strat.gics and performance of individuazl firms. The cxisting

studics can form 2 good basis fer further work, but wc must go boyond
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where they have left us if we wish to use the business accomplishe—
mernts of the Indians abroac as an inout feor a comparative under-—

standino of the entrepreneurial =attitude of our people.

Yet another kind =f study may be suggestsd in the interest of
Saiping a comparetive insight into the enireprazneurial shenomenon
in India., This may relate 2 the Indian conomic behaviour in
comparison o that of selected developed DﬂuntriDS.Z? An obuious
choice in this context will be Japan which is very cfizn cited as
a case to highlight the debilitating influence of imperialism on
Indie's eccromic perfermance, It has been pointed out in certain
quarters that such a conclusion misses the impzct of several Pactors
other than the role of government in Japan's anc India's economic
grOWth,zg but a systematic study has never been attempted, At a
Lime when a;mnomic inrteraction between this country and Asia's most
daveloped nation is on the increase, it is time for us to examine
in depth the process of the growth of the latter's business and its
managemsnt methods. Problem cf source material may not be tnn
difficult to tackle as the Japanese scholars have produced = sizeable
aumber of case studise on the carzers of the Firms in their country.
Japan can te the startinc point of our worl in this area; as we
develop more confidence, ue may pay attention to zoue other devsloped

countries as well,

#
*
L
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This survey pruscnts a large canvas and places rothor tell
ordors, This is incvitable in viocw of tho fact that wvery little
systematic work has boon dono about tho growth of largo houses and
that cntroprenourship is too complex a phoencmonon to Bo amcnable to
simplistic, unifactorel ircatment. Shorn of dotails, vhat has  boen
gomphasiscd here is the necd for a surics of vmpirizal, firm-centric
studics covaring a roasonably long span of time, Thero is no othar
way to furnish the basic rauw matcrial for genernlization about tho
business bchavicur of a community as Aloxandor Gorschonkron cmphasized
vven in thu comtext of Westorm countriss whore rescarch in cntropro-
ncurship is at a2 much more advancod sfage.zaﬂhilu thore may be a
reasonable dogrie of agrecement regarding the basic thrust of our
work, as suggestod in this survey, two obvious prueconditions must
be mat if we wish to achicve a fair moasurc of success in aperationalize
ing this schomc within a dofinite time frams = say in the next five

Yy COCSe

The ficst of thosc is that we have a.minimum measure of concoptual
concensus as a starting point of cnguiry. This is not to suggest,
bowwver, that we must have completo unifeormity of uiows in this
ronard which, more ofton than nok, is a sign of woakness rathor
than strength. The model of cntreprencurizl process, presentod
sthomatically on page 14, scoms to satisfy thosc sccmingly conflict—
ing deomancs. It calls for qcpardtu analysis of cech entzepreoneurial
experionce for ¢ prepor understanding of its antocoedents and growth,

It cany thus, provide a mcaningful approcistion of tho forces bohind

differential responses te cconomic choices. In this sonsc, it is
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cxplonatory in cheractor, Socondly, it is multifactoral ratheor than
unifactoral- The concoept of the constoellatlon of forcos is suffieiontl
plastic to accommodotc all influgncos and thoir intoraction with ono
ancthor, impinging on the fortuncs of en cntorpriss o In this sense

it is open—ondede Thirdly, it ssthows sturootypod, prodctoermined,

and g pricri oxplanations of cconemic behavieur. In this sensc it

is scicntific. And lastly, it can bC uswd Lo avamine the procoss

aof cntreprencurshin in any sccizty anc at ony timce In this sonse,

it hag a general appliccbility.

The mocol also rcjocts, by implication, the distinction mado
very ofton botwoon the creative aond adaptive entreprencurships - a
distinction which scoms to undorrate the cntroproncurial oxpericncos
af thu dcvcloping worlde Tho concopt of croctive ontroproncurship
has nover beuen clearly pestulatoed, but it scoms to imply that tho
proccsses leading to tho ceveclopment and busincss applice€ion of a
now managerial or productive covico at the Pirst stage consiitutc
creativity whoroas tho adoption of tho somo deui&c with or without
modification by the socictics other than the cnc ir which its vie-
bility was first cstablishud iz a2 casc cof adaptation. But in the
context of rospective constollation of forecs, facilitating the criginal
dovolopment or later adaptation of & now productive function, there
is no gualitative giffurence botwcon the risk invelved in the two
kinds of acts. In cmbracing the technological processcs perfocted
in tﬁo lesty, tho carly cntroproncurs of the colopial socictics, for
instanco, displayct tho courags and oxpasod themsclvocs to the hazards

which were in many ways comparable to thosc encountercd by tho



27

enkroproncurs of the mother countrics in doveleoping thuse dovicos,

if we kocp in vioww the difforencos in tho rcspéctiVu milicas in

which thosc two eategorics had to functien. And if this is su tho
distinction botwson the ercative and édmptivc entreprenourships would
not providc a meaningful framc &f roforonmce for cvaluating tho business

behaviour in Indin.

To arrive at a concoptual conscnsus may not bo as difficult =g
to plan a vioble stratcgy of roescarch which nay yiold speedy bub
fruitful rusults, This is nocussary because in a vast country lika
India with a long past, it would not.be possiblc, at least in tho
swort run, to explarc the entreproncurizl visions and manifcstations
of all the busincss houscs. It is also not possible to preparc, at
lcast in tho shott run, a reopresontative sample of thsso houscs for
collecting ruguisite data for such 2 sample may bocome a veritable
rcscarch project in itself. It would not ba, howouor, too difficult
to proparc a purpesivo samplc of businoss houses kocping in viow the

fellowing crituriag

(1) @izo of thp Firms in order to onsure the inclusion of all

principal houscss

{2i) Varicty in the caos {(determincd on tho basis of the date

of the acquision or promotion of the First industrial compeny
by the bousc in quostion) sao that the sample roproesents tho
housecs which made their dobut on the industrial front at

different points of timc;
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(iii) Vagioty in the community affilistion cf thu founders in

order to anclysc tho rolationship, if any, botwoen the cdmmunity

backgroeund of a2 housoe and its entroproncurizl oxpressions

C(iv) Varioty in pwncrship pattern to onsurc the inclusion of

privato scotor as well as publis scctor companics; and
(v) Brpduct-—mix so that ws have mars than one houso in tho sample
producing,by and largo, tho samo kind of goods,

Whilc it would bo casy to identify public undertakings, idontification

of privetc scctor companics with various houseos may posc some diffi-

culty. The Roport of the Monepolics Commission (1964) and such
othor publication may holp ug resolve this problom. Oncc our .
sample is ready, we wmay adopt the historical approach to anzlysc tho
Pactors of birth and growth of tho units included in it, infnrm;ﬂ

by our comcuptual modcls Our concorn should not be limited to the
processes of orowth but also the functicnal stratcgivs adepted by

those unitt from timc to time., Theso studics would thus provide

sufficignt basis for compariscn and goncralization.

Tho vastngss and mwmploxity of the country demands a scrios of
~studius with regional fooi rethor them = single sbudy with an all
India @mphasis so that regicnal variations éffocting seonomic choicos
and stratcgic decisions are brought .inte bold relicf. Wo may,
therefore, thinl of dividing the country into scvoral déscrofc rogions,
keoping in vicw the state of gsvonomE dovclopment, and undertako studies
" specific to cach rcgibn. By this stratogy we may hope to predﬁcc a

serios of rogion-epecific studics within a roletively short peridd



29

of timc. At the lator stages, wo may divide ﬁhesurogions into
subrugions and undertake similar studios. All these taken togethor
will provide a much bettor comprchonsion of thit entreproncurial proe
cussoé in India than wo have had so far, for we would have replacgod
tﬁu deductive approach, which has charactorfzod most of tho resoarchos

s0 far, by an inductiveo basa,

While thc stratugy 6f roscarch outlined abovo may help our oxa~
mineﬁion of the entreprencurial processes monifusted in India itsclf
or by the Indian multinationals abroad, it may not bc an appropriate
guide for rescarch relating to the cconomic activitius of Indian
emmigre’groups in cther countrics or for comparative studies of

Indian and ather countricsg! entrepronpurial cndeovours. ASsUMing,

, . ,that

houeuer,/%ho-formor categorics of studies would bg our first CONCGEN,
it is best to leove it to the ruscarchops interested in the latter

kind of work to formulatc thoir own mathodoloéiea.
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