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Abstract

The developmental organizations in public sector emerge largely to allocate resources to such regions and people which may not be able to attract market forces on their own.  However, many of these commercial organizations engaged in procuring, processing or distributing some of the rural inputs or outputs may have to compete, support or supplement the effort of other market organizations also.  Major dilemma that confronts organizational designers is “how to match the economic and social objectives which are many times contradictory and ambiguous with the structure of organizations that allows its members to use their potential creatively.”  The social context of organization often imposes such demands on the organizations that various subsets of internal and external environment do not perceive in an identical way.  These contradictions in Indian context necessitate reappraisal of various western theories of organizational design so that an appropriate alternative can emerge.

The paper first describes various forces that influence emergence of an organization such as colonial heritage, linkage effect, bureaucratic pervasiveness, international aid, tradition culture and household orientation and features of the receiving system.  The characteristics of public sector organizations are discussed next. The critical review of classical theories in last part calls for searching a theory that is good in practice and rooted in Indian socio-cultural context. The need for reappraising this context however is also felt necessary to reconceputalise the role of a manager in rural developmental organization.

Designing Developmental Organizations: search for an Indian Theory

Key Issues
(i) why do organizations exist?  Why do we need to differentiate developmental organizations from nondevelopmental organizations?

(ii) What are the characteristics of Indian developmental commercial organizations which necessitate reappraisal of applicability of some of the Western theories?

(iii) What is the alternative framework in which implication for designing and managing socially relevant organization can be worked out?

Why do organizations exist or emerge?
(i) They emerge when markets fail and vice-versa. Market’s failure is said to occur when costs of conducting transactions between firms (or individuals) exceed the cost of internalizing them in organizations.  Organizations fail when a market or an organizational alternative offers lower transaction cost (Williamson, 1975 in Meyer, 1982 p.107).

(ii) To coordinate roles of more than a few people engaged in any particular task over a period of time with some shard understanding of purpose, outcome and rules, the organisations emerge.

(iii) They are ‘goal directed; boundary maintaining, activity system’ (Aldrich 1979), and evolve by taking following factors into account:

(a) niche characteristics or the nature of opportunity structure;

(b) social psychological and cultural attitudes and values pre-disposing individuals to respond to incentives held out by the opportunity structure;

(c) the distribution of resources and the terms on which they are available to organizational entrepreneurs who wish to take advantage of perceived opportunities (Aldrich, 1982, p.22)

(iv) They exist to legitimise the conflicting interests in society which ruling class tries to resolve or diffuse through distinctive organizational forms.

We will separately discuss whether the reasons which justify the existence of organizations also explain the affiliations of individual members with the organization. We would later argue that individuals do not necessarily exist in organizations to achieve only organizational goals.

However, two questions need to be answered here before we proceed further:

(i) Whether the public sector organizations also emerge in the framework mentioned above;

(ii) Whether Indian organizational population has some distinctive traits which will explain emergence of some type of organizations and not others.

In response to the first question, it will suffice to state here that in a mixed economy framework, the role of state is to identify such sectors of economy on the growth of which larger economic growth depends, i.e., the core sectors and also to play an active role in those sectors and spaces which will not attract market forces because of different reasons.  Within in a federal state, different sectors come under the constitutional proviso of different levels, i.e., centre or state.  E.g. Agriculture and Irrigation are state subjects with the result any large scale policy or procedural changes will involve several states and their political complexities.  At the same time certain central organizations are set up which provide the umbrella under which states devise their own organizational or institutional set up.

Regarding second question, it is necessary to appreciate why do we want to look into population characteristics to study emergence of individual organizations.  Just like biological ecologist who do not often concern with the individual organism, organizational ecologist would not concern with individual firms (Freeman 1982, p.3).  Further, as we would see a little later, when performance of any task such as rural development, involves multiplicity of organizations, it is futile to draw inference about the effectiveness of task or abut its possible improvement by concentrating on organizations as unique, distinct entities.

Historicity is another reason which suggests that organizational context cannot be understood unless one takes into account the forces in society which operated in past influencing emergence and sustenance of some organizations and decline of others.  Historicity pervades the internal and external context of organizations, e.g. Experience of client system of a new organization with earlier organization in the same sector dealing with similar or dissimilar services will influence the way new organization would be reacted to.  Therefore, by studying population characteristics, at one point of time, one might be able to get only some idea of past which would have affected emergence of different organizations.

Since the population of organisations in Indian context would include extremely diverse type of organisation following from the wide mix of private, public, joint sector and cooperative bodies, we would delimit the population coverage to only commercial developmental organizations. Developmental organizations are distinguished from others in following ways:

(i) They are set up to achieve some social objective like increasing production through improving access of poor to credit, or provision of inputs, marketing or processing of outputs by remaining equitous in their performance, i.e., they are not expected to discriminate in favour of larger or better endowed suppliers or consumers.

(ii) They are developmental also because they try to inject resources into rural regions to increase the rate of capital generation, accumulation and hopefully distribution in a socially desirable way. The latter is a value position which can be inferred in different context differently.  At times what appears developmental to some section of society may appear regressive to other sections. Normatively speaking, in a developing society with socialistic egalitarian principles of governance, development should imply any process that helps in achieving the constitutional provision of egalitarian growth.

When we view the population of Indian developmental organizations, we cannot but notice operation of certain distinct influences which will later help us to understand the context for emergence of new organization.

(i) Colonial Heritage
It has been suggested that transfer of power to Indian nationals through a slow, step-by-step negotiation process resulted in the preservation of practically the entire administrative structure, its ethos and system of operation after independence (Gaikwad 1981, p.133). this is not to imply that new institutions have not emerged which radically depart from the colonial heritage, but one implication of above suggestion is that revenue administration of which district and taluka were the field boundaries still retain quite a lot of its earlier grandeur and power.  Field offices of most developmental organizations have to be coordinated by collector for whom development is just one of the many responsibilities, law and order maintenance being the primary one.

New Roles: The administrative culture designed to extract surplus from rural areas while does not operate to serve that end any more, yet, ambivalence of its ethos some times creates complexity for the operating systems.  To its credit, it should also be noted that bureaucratic network helps in merger of organizational boundaries (a point to be discussed separately) leading to forging of linkages that of their own might not emerge as easily.

(ii) Linkage Effect
In developing countries the resources being scare, optimality or viability may be sought at societal level which implies each organizations need not necessarily be viable just as an organization need not achieve viability in each of its subset. It is quite possible to theorise a framework in which out of a population of say ‘n’ number of developmental organizations, one finds some organization steering way for others through provision of infrastructure, other generating more production opportunities, still other dealing with one of the several steps in production—marketing/distribution-feedback-redesign-production cycles.

Thus a sort of linkage effect is discernible in the population signifying the need for taking a wholistic perspective for studying organizational role rather than viewing them in isolation.  This will also have a bearing on the theoretical framework for designing or redesigning organizations. One implication which immediately becomes obvious is the need for inter-organizational perspective for viewing suitability or otherwise of organizational structure vis-à-vis the social objectives.

(iii) Bureaucratic Pervasiveness
In the post-independence era several approaches to jump out of alley of backwardness were adopted but one common factor to all these attempts was the role of ‘development’ administration’ assigned to bureaucracy.  The hope was that a central civil service cadre will bring about the necessary developmental changes in a federal system framework without weakening the national integration.  Also the fact that most organizations were funded by Government, it was not unexpected that government being major shareholder would exercise its influence over their functioning through various means (Fernandes 1982, p.651).  As we would discuss later, the hierarchies are not necessarily bad or intrinsically opposed to development, the bureaucratization likewise will have to be reinterpreted in that sense.  It is possible that when in a society skill formation is at low level, in the initial phase organizations should rely on more standardized information within and between organizations through adoption of bureaucratic structures.  Question s not whether Indian population of developmental organization include exception to above facets or not; the question should be whether one can conceptualise the simultaneous operation of bureaucratic and non-bureaucratic processes in different subsets of organizations depending upon multiple tasks involved.

However, a caution is in order here, as we would mention below, the conceputal basis on development administration was western in origin and had very organic bearing on political economy of state and the dominant theory of development (Diwedi & Nef. 1981, Panandikar 1977).  The political participation many times is termed as interference which in a democratic framework is a questionable concept.  The need for taking political resources as part of relevant environment of developmental organisations is becoming more and more evident now.  If the dominant political coalitions represent the interest of non-target group, it would be essential that countervailing groups of target group are generated which help organizations allocate resources purposefully without necessarily getting astray.

(iv) International Aid
The progressive frustration that international developmental aid agencies experienced in working with bureaucratic system got manifested in their insistence on linking setting up of new corporate structures with aid.  Further, the emphasis on project lending approach by international financial institutions also suggested the formation of independent organizations which could encompass the project budgets and the necessary flexibility in recruitment, investments, etc.  Sometimes reorganization in existing bureaucratic structures was done to provide conditions supposed necessary for the utilization of aid and resultant development.

Another influence of international aid agencies has been their selectivity and exclusivity of organizations.  i.e.,  organizations comparatively working better or with better potential in  high growth regions/sectors are selected and are encouraged to retain exclusive domain in that area both in terms of design and control.  Further, the product mix, definition of target group, location and other aspects also get influenced.  There are some aid agencies which have however preferred to work for weaker, artisan based organizations in poorer regions.

(v) Tradition, culture and household orientation
The cultural identify of society if manifests itself in the ways individuals relate with the resources in the environment, it should also be expre4ssed in organizations designed to exploit these resources with supposed social advantage.  Two views are important to note here.  One, the integrative view of life typical of Indian mind and second, the feudal past which has ingrained patronalistic tendencies in the ruling classes, their collaborators or beneficiaries.  The first view also implies that individuals do not divide their life space into fragments of social existence (Garg, 1982 - p.c.). However, this characteristic is less psychological and more economic.

The members of working class who belonged or still belong to that economic strata where income uncertainties were high for the household have entire family striving to survive through participation in various economic (in terms of income generating or income serving) and other social activities.  Such a member of an organization is also simultaneously member of several other networks which could be commercial, social, ethnic, regional or kinship/caste types.  If the economic vulnerability is high, the dependence of an individual on his extended family may be still higher leading to greater dependencies on extra-organizational context.  It is rational to expect here that if participation in an organization takes care of only marginal interests of an individual, the latters’ efforts or attentions justifiably would be distributed over several subsets of his life, organization in question being only one.  This characteristics becomes more prominent in public sector enterprises where a choice through loosely coupled system is available to an individual for pursuing several objectives, even if contradictory in the short run. Perhaps in the sense, these organizations are less oppressive and exacting.

Second view in this regard is that due to unequal distribution of resources in society with consequences for power interplay, the new organizational forms may have to incorporate some of feudal institutions like jajmani (Garg 1981, p.9).  We would only mention here that implications of such a suggestion are very serious. Minimum that it implies is that organizations should incorporate and institutionalize the dependencies forged historically in past in society and some of which any way are disintegrating through capitalistic forces.

However, what is important to note here is that tradition does play a role and need for affiliation, respect for age, seniority, strong ethnic or regional identifies, caste configuration, etc. are few of such forces that influence organizations.

The tendency for people to remain as near as possible their native places may lead to several dysfunctionalities in organizational systems besides inhibiting the entrepreneurial growth and innovations.  Though in some cases, this offers distinct advantage, e.g., where these employees extend their local network in society to the advantage of organization.  However, generally this tendency reflects more the values most Indians cherish rather than the rational fit of individual and organizational goals.  This also probably emerges from the Indians’ concept of ‘home’ as the ultimate anchor.

(vi) The receiving system
If organization exist to deliver goods and/or services, it is inevitable that the characteristics of consumers or receivers should have some bearing on their design and dynamics.  This aspect becomes important particularly when organizations emerge to serve some specific constitutencies or public with assumed homogeneous interest identity.

The population of organization or family of public enterprises (Fernandes, 1982) should also manifest the contradictions which are evident in receiving system.  Some of the broad features of these contradictions are mentioned below:

(a) The income and asset distribution in society influence marketable surplus, purchasing and stocking power.

(b) The differences exist in above distribution pattern in different regions endowed variously (we would discuss separately how the organizations originating in more favourable environmental conditions and so succeeding become model to be emulated by organizations in less favourable regions with obvious sub-optimalities in structures).

(c) The specific minorities group or weaker section enjoying certain constitutional provisions for specific help are the target group of some organizations. To what extent the design of such organizations differs from the ones set up to serve other sections can also be seen from the population of organizations.

(d) The agrarian base of rural society with highly varied ecological conditions and differential access of different classes of people to natural and physical resources implies distinct differences in the vulnerability of different people to organizational inefficiencies.  Or, in other words, the dependencies of receiving system are not alike amongst various classes.  The implication being that some organizations designed to serve highly turbulent environment (with vast regional variation in the two parameters—seasonal fluctuation & ecology) may be much more loosely coupled than say the ones designed to serve stable niches.  Thus, within a product, processes or functional category, one should expect vast differences in the organizational design and dynamics.

(e) The differences in the access various sections of society have to numerous delivery systems, as mentioned above will have to numerous delivery systems, as mentioned above will have a serious implication for the form or design of organizations.  However, another way to understand this characteristic of receiving system is to relate these differences with the boundaries of organizations. Developmental organizations serving one group or class of consumer will be asked to serve several other needs by the recipients for which they neither have the mandate nor any wherewithal.  As a result they either portray their partial impotence to the receiving system or enter into informal networks with other delivery organizations.  Positive advantage of this will be that information exchange amongst organizations about their respective interface with receiving system will reduce costs of collecting information individually.  Disadvantages of this could be that those who loose access to one organization may loose access to other as argument against merger of different organizations or delivery lines as advocated by the preponents of integrated development.

It can also be hypothesized that if there exist different organizations to serve difference needs, there will have to be as many queues as the organizations.  Assuming that different constituents of receiving system will need all the goods or services provided by different organizations through in different measures one can not be expected to stand in all the queues simultaneously.  The probability of exclusion of a weaker client or client component of receiving system from all the queues is thus lesser in above proportion.

Another facet will be that all the constituents of receiving system will not give same priority to all the queues.  Crowding, elbowing and exclusion thus may be more in some queues and less in others.  It is expected therefore that depending upon the nexus between members of organizations and constituents of receiving system, the rules of access and exclusion will apply.  It is not unlikely that powerful forces in social environment may some times to avoid their exclusion from the queue may ‘manage’ exclusion of non-conformist member/s of organization.

In Indian organizations, the porous boundaries therefore allow forces outside organizational control to permeate the organizational boundaries to influence intra-organizational processes. Difference in Indian context from other more developed systems is the lack of distinctiveness in the identity of these forces.  These lobbies can not be unambiguously identified always and thus counteracted.

Some argue that be in a democratic system, if the public organizations receive resources from an elected government, why should they object to resource providers’ insistence on having a share in the pie or, a say in the organizational matters (Fernandes 1981).

Receiving system thus includes not merely intended users but also unintended user and if unintended users constitute the dominant coalition in social polity, it is expected that they will try to widen the boundary of intended user class—a process which generates severe pressure on structure of organization.  If some organizations and members in them still succeed in steering their way clear in favour of intended users, it only shows that one has to lobby within and outside the organizations to generate coalitions which will help it counteract pressures from unintended users.  It has been suggested in this regard that “designing diversified, differentiated, loosely coupled organizations make it possible to absorb and coopt protext and handle conflicting inter-dependencies and demands.  At the same time it makes control and rapid changes in the organizations very difficult to achieve. Both the universal principles and contingency approaches suffer severe inadequacies because both presume a unity of purpose, a managerial omniscience, and a sectional decision making framework that in truth contains more myth than fact ….” (Pfeffer & Salanick, 1977, p.28-29).  They further argue that most organizations have bought too much order and control at the expense of flexibility and the ability to respond to the external environment.

Our only contention is that if one finds organizations unable to “absorb and coopt protext and handle conflicting interdependencies and demands,” despite loosely coupled structures, the need would arise for taking analysis beyond intra-organizational boundaries.

The organizational environment includes the receipient system as well as other organizations (Perrow 1972, Wood 1981) which are affected by the interface between one organizations and its receiving system.  The information may flow less smoothly and frequently amongst different constituents of receiving system.  (It may however be mentioned that this exchange amongst organizations is still much more in public organizations than others).  We will discuss in next part what are the major characteristics of public sector developmental commercial organizations which will help us to explore the alternative design possibilities in light of given theories most of which deal with intra-organizational variables.

Characteristics of Public Sector Developmental Organizations
We have seen in earlier part some of the forces that govern the emergence or sustenance of various organizations from the point of view of population characteristics.  We will now focus on specific characteristics which distinguish these organizations and which define the range of alternative possibilities.

(i) They are pre-ordained set up through legislative acts or an executive order outlining specific goals and administrative structure.  (The multiplicity of goals will be discussed a little later).  The implications of this process are that some times the mandate of developmental organizations undergoes revision during debates in parliament of assembly or to avoid serious controversy the grand lose all encompassing objectives are adopted such that it may become difficult to oppose these objectives without inviting social structures.  Further, the managers manning these organizations are not necessarily involved in the process of outlining basic structure.  Thus, unlike the organizations designed by entrepreneur or an industrial house public sector developmental organizations undergo a very different process.

(ii) The ties of the organization with nodal and administrative ministries are also spelled out.  The nodal ministry implies the ministry with supervisory role; whereas the administrative ministries have the executive powers of appointment, transfers, budget or monitoring control, etc.

(iii) The basic bedrock manpower is prescribed in the act of setting up of the organization in terms of positions, levels and also the proportion of direct recruits versus deputationists.

The two contradictory views on the role of deputationsts starting an organization are—(a) since the deputationists would have the only limited stake in the ultimate future of the organization, they would only marginally be committed towards the goal of the organization; (b) since they would have limited stake, it is possible that they would be more dispassionate in the sue of power and thus be able to build more equitous structures within the organization.  The other aspects of the role of deputationists in developmental organizations are as following. (Shelat, p.c).

(1) Many times it is difficult to hire professionals with a specialised skill since the task may be of limited period.  Say, erection engineer or some other professional.  In such cases, it is expected to get people on deputation without making long term commitments.

(2) It is particularly difficult in public sector organizations to terminate the services of direct recruits even if the work performance is poor, and a complicated procedure is to be gone through.  Whereas in case of deputationists, it is easier to send the person back to the parent organization if the person is not suitable.

(3) Deputationists bring with them experience and awareness of the rule sand regulations which are very essential for growing organizations.  At the same time, it has also been argued that this experience and too mcuh of familiarity with the rules and regualtions might build a risk-averse behaviour in the deputationists inhibiting thus scopre of innovations in the organization.

(4) By taking people on deputation in the beginning and managing the proportion of deputationists at various levels, it is possible to provide adequate promotional avenues for the direct recruits which would be very limited if direct recruits are taken at all levels.

(iv) The administrative culture of the departmental ministry which provide leadership, bedrock manpower and other support invariably percolates down to the new organization to some extent.  For example, the organization sponsored and looked after by powerful ministries derive advantage over those which are sponsored by comparatively weaker ministries.  Further, since the initial leadership is often provided by the sponsoring department of the ministry, the decision making ethos of the organization gets woven around such a leadership style.  One of the characteristic example of this is some of the cooperative organizations which are headed by the bureaucrats of cooperative department who might have done all their life the tasks like inspection and control.  When IAS officers head these organizations, they bring their status in the original cadre to add to the organizational strength.  The culture is also influenced throrugh the interaction with other organizations set up by the same ministry.  For example, in one of the states various developmental cooperations set up by the ministry of agriculture, established a non-profit consultancy-cum-executive organization for rural development which was financed through the profits of these corporations.  It was thought that rather than ploughing the profits back in general budget of the state, it may be worthwhile to divert the surplus towards the task in which all these organizations individually were engaged in one or the other way.  Likewise, all these corporations also had a common rest house in the capital city at centre, so that the individual cost could be reduced by sharing the cost of providing this infrastructure.

(v) Many times the location of organizational headquarters is also stated in the act of the executive order under the influence of various politico-administrative processes.  The location also influences the infrastructural support already available as well as the possible network with other organizations existing in the neighbourhood.  Location influences the culture of the organization also.  For example, in a state where private sector is given considerably great role in various investments decisions and organization, the chairmanship of the board of developmental organizations also lies within private sector some times.  This influences the interplay between public and private interest to achieve multiple objectives of the organization.

(vi) The organizations are at times born big—the size generally being spelled out, i.e., most of the organizations do not necessarily grow from small to big but may start from a given size which may be quite big to begin with.  There are several other factors which influence the size of the organization.

(a) Whenever re-organization of states takes place or has taken place in past, the original organizations are split up so that each state may have its own autonomous organization for the particular purpose.

(b) Some time, some of the sick industries or agro-processing units are taken over by the government in public interest, when they are merged with the existing organizations they have size implications. For example, addition of bewerages to a Bakery industry.

(c) Some time the size also gets determined by the sales of operation at which operations may have to be begun all at the same point, i.e., rather than growing slowly so as to increase the market share, at times the organizations are set up to transact either entire or major part of the business in a particular sector.

It may be mentioned that it is not always that the size is big, many* structures which might reflect higher absorption of historical processes than others.

(vii) Conflicting goals are one of the predominent characteristics of these organizations. 

Many times, they are also called goal-free organizations.  Implication being that it is more important to exist rather to pursue a particular objective steadfastly and in the process endanger even survival.  This issue will be discussed in greater details here because this has serious implication for the design of an organization, their effectiveness parameters, control, and linkages with other organizations.

It has been suggested that many times goals are left ambiguous because original sponsors do not have a precise idea of what could be accomplished. “To ask managers to set qualitative goals under these conditions is essentially to ask them to engage in gamesmanship.  If they promise too much, they risk negative evaluation, if they promise too little, they risk loosing client.” (Cronback – 78 in 

The multiplicity of goals is also a mechanism through which organizational boundaries are enlarged in such a way that at different stages of growth organization can incorporate different resources existing in the environment without facing the problem of legitimization.  Because of the way goals are structured, this leeway is built into mandate.  Very often the goal conflcit is citied as a reason for poor performance of developmental organizations.  The problem becomes more serious when through administered prices the capacities of thesej organizations to perform high on profit and loss account is impaired.  Later when P & L account is used as performance parameters by the monitoring agencies, the distortion in product choice, diversion plan and fit between the organizational goals and receipient system comes about to taking the organization away from the original goals (Mathai p.c.).  For instance, in a tribal corporation fisheries development through exclusive involvement of tribals was one of the major objectives.  After some time, it was realised that the catch of fish was very low in the reservoir system where only tribals operated as against others where either mixed group of fishermen operated or non-tribals operated.  The corporation set up for the development of tribals started pursuing with the government a plea for allowing it to relax the condition of involving only tribals in the fish collection.  In its anxiety to rank on P & L account it wanted non-tribal traditionally more expert people to catch the fish. Partly the dilemma arose because this corporation had to compete with other private parties to get the fishing rights for the reservoir. Since the private parties did not have any long term objectives in their mind, or for that mater no social responsibility, they bid an amount which was very high.**  After repeated pursual by the tribal corporation, the fishing rights were allotted to it, but with a stipulation that it would also have to pay the same big amount whch the priate parties had to give.  What happened further is a separate story.  An important pint being made here was that conflicting goals some time pose real dilemma before the managersj in the organization making the trade-off really difficult particularly when developmental organizations are asked to operate on norms applicable to private organizations.  Further, in anxiety to become viable itself, organizations may some times endanger the viability of poor clients (Gupta 1981).

Many times organisations get astray in their anxiety to fulfil those goals which at the time of setting up appear more relevant but which with the change of time no more remained so important.  Nevertheless, an alternative view is that goal-free organisations in their anxiety to keep themselves moving even if rudderless at times have one distinctive advantage—the possibility of quick adjustments in the strategy for growth which more tightly structured organisations with more precise mandate might find difficult.  It is a moot point here as to who actually benefits from this ambiguity because the answer is not black and white or only one group or the other.

Multiple goals also make it possible to legitimise operation of several contradictory strategies which may be at times be necessary to absorb the turbulence in the environment. In fact it is suggested that some times some of the organizations are designed more to satisfy specific political objectives rather than to achieve any major economic goals.  At times, the managerial class within such organization exploits the ambiguity in goals to include such tasks and functions which might take the organization in the direction in which the lower worker class might not like.

(viii) The monitoring mechanisms are generally overlapping, at times incongruent and quite often ambiguous.  This generates generally inconsistent signals over a period of time to the people in organisation about what should be their central concern.  The problem becomes all the more serious when different constituencies in environment evaluate the organization on their own individual yardstick.  In such a state, it is obvious that organization would try to rank high on the scales of such constituencies which provide either the resources for the organization or have a strong bearing on organizational survival and growth.  Another factor which creates ambiguity in this regard is the absence of proper standards by which to measure the performance of a developmental organisation.  For example, when the standards from private sector are chosen to appraise the performance of a public sector development organization, it is not given sufficient attention that developmental organisations are obliged to provide several facilities to their own employees which a private sector organization may not necessarily be obliged to provide.  Further, the time-frame in which organization should be expected to achieve viability is also not spelled out clearly.  At times, a state finance/development corporation is expected to recover its cost fully from each and every activity.  The question has been raised as to whether it would be more appropriate to look at the overall viability of the organisation while allowing it to absorb losses in some activities and profit in others.  Further, it is quite likely that social benefits from an organisation may be more than social cost although finally the organisation may be in loss (Dasgupta 1982, p.7).

In case of a particular command area development corporation, it was realised that for some of the activities like irrigation water, cost were too high to be covered from the beneficiaries alone particularly with the given risk of power failure and the knowledge that  a high/price policy could have the adverse affect of undertuilization of installed capacity discouraging small farmers from taking advantage of the scheme. (In such a case, the subsidies are sought from the government so as to achieve the basic objectives of the organisation).  Monitoring such options is certainly not an easy task.  The problem arises when the people at various levels of organisation do not have a concensus about the primacy of one goal over another at a given point of time.  The role of professional management in this regard should be seen in this light, i.e., whether it can help to bring about concensus on such goals that might conflict with its own short term interest but might be in favour of long term survival as well as might be in the interest of poorer clients.

(ix) In many cases it is difficult to find out whether the losses of these organizations are due to social objectives or due to inefficiency in their operations.  However, sometimes, the choices are much less ambiguous.  For example, for a state level dairy corporation an Apex corporation had drawn up a feasible study for expansion of dairy industry in that state.  When the state government passed on the report to the managing director of the corporation, he found it extremely difficult to accept the suggestion because of following reasons:

(a) The region recommended for development in the feasibility report were already developed, better endowed districts of the state.

(b) The state had witnessed serious riots and social tensions a few years ago particularly emanating from increasing income disparities in the rural areas.

(c) The regions which were left out the feasibility report were generally drought prone where in a centrally sponsored DPAP programme the livestock development was given a special emphasis.  Even though setting up of a milk processing plant at numerous locations in the state was not very conomical, to avoid excerbating regional imbalance which might further increase the social tension, an alternative plan for dairy developmetn was drawn up involving considerably higher amount of losses.  The chief of state organization made a fervent plea with the state government to legitimise these losses through subsidy, which was granted.  Thus losses in the oanization wre legitimised to serve larger social interests explicitly and against the advice of national apex organization. (Aurora 1982, p.c.).

While some have argued that subsidies and financial assistance form domestic or foreign institutions can generate varying degrees of rigidity and bureaucratic hierarchiesm which can hamper the enterprise from smooth pursuit of its goals, however, in this case the subsidy was sought more to decentralize the structure and make it more responsive to the social context.  Therefore, it is necessary that when the performance of public sector enterprises is evaluated, special attention is given to the diversified task that they are expected to perform visualizing the trade offs involved clearly.

(x) Many of the developmental organizations are characterized by high turnover of employees, particularly in backward regions.  Some time it is argued that understaffed organizations are likely to use their resources more optimally than overstaffed organizations where much greater time may have to be spent on settling intra-organizational conflicts than achieving major goals.  However, the point need not be stretched too far as far as turnover is concerned. One of the views is that turnover may be intelligent response of an organization to the highly unpredictable turbulent rural environment.  Following advantages might accrue on account of high turnover at various levels:

(a) Injection of fresh blood provides opportunities for reinterpretation of redefinition of organizational boundaries which implies that some of the resources which existed outside the organization but were not part of the relevant environment are included in the relevant domain.

(b) The turnover also provides an opportunity to the organization for testing out various strategies that people attempt.

(c) Hierarchical differentiation in organization is counteracted to a considerable degree. Therefore, if turnover process causes frequent absence of some people, performance of this task by the remaining people may lead to development of multiple skills.  These skills even if are redundant for most of the time, provide useful service to the organization by carrying it through the stressful period caused on account of turnover.

The disadvantage of turnover is that it gives an image to the outside public that the organization is facing some problem or does not care much about the people inside it.  Second, the turnover is also utilized as an opportunity by these forces to express their powerplay.  Third, in a developing society where through the political consciousness emerging in society, several political groups and factions generally emerge. When resources are scarce, and surpluses are few, the transfer of an employee is a minimum price which a factional leader might extract from the organization to legitimise its power in social exchange market.  In longer term view vacancies many times do demoralise the people at lower levels.  At the same time, the ability of organisations to manage without full time leaders testifies the internal strength of the organizational bureaucracies as well as in some cases indifference of appointing authorities towards those organizations.

(xi) Public audit plays a crucial role in influencing some of the choices by developmental organisations.  For example, it has been suggested that rather than doing performance audit the general tendency is to have propriety audit.  Implication being that it was more important to see how things were done rather what things were done.  Partly this is linked with colonial heritage of bureaucratic systems.  The audit many times deters people from taking initiatives or transforming these initiatives into innovations.  However, audit could also be viewed as an opportunity for an organization to get an external feedback on its performance. Audit could perform the role of honeybee by transferring innovations/deviation noted in one organization to others.

(xii) The budgetary system or the financial procedures are many times inconsistent with the managerial task of such organizations.  The inconsistencies particularly also emanate because public enterprises typically start with strategies that are influenced more by value aspects than by economic aspects.  In the stage I of the organizations the economic and value aspects are not in balance, in stage II some balance is accomplished through a political process of resolution of conflicts, compromise and mobilisation of support accompanied by social autonomy.  In the last stage, the organization diversifies after achieving an effective control framework and a suitable value system such that the enterprise internalizes the values as well as learns to anticipate and integrate them with economic aspects in an acceptable manner to external decision makers.  (Murthy 1982, p.678).  The implication is that public enterprises due to conflicts in the goals values, performance criterion, etc. pass through different stages of growth which will have bearing on evolving design of the organizations.

The above characteristics should not appear as inherent inadequacies or constraints which foreclose scope for professional management in such organisations.  In fact as we will argue in the next part, many of these constraining characteristics become advantage when an alternative framework is used in which organization is viewed in an inter-organizational historical perspective with clear choice available to the organizational people to decide which forces in the environment they would like to align with.  In others words, on the other hand, the way these organizations evolve considerable opportunities are built into them for improving their social effectiveness and second, they offer certain unique opportunities for professional managers to utilize their creative potential so as to achieve such organizational goals that help them as well as the people for whom organization is intended.  It must be added that individual values of managers in an organization do have considerable meaning regardless of the smoothening/modifying effect of dominant ideologies in organizations.  These values, we will demonstrate in next part emerge from the theories-in-use which unlike espoused theory (Argyris 1982) play a more vital role in determining what a manager would consider a relevant problem for him, organization and the clients whose interest don’t always coalesce.

Implications for Design: Review of some classical theories
The discussion presented so far involves making following assumptions:

(i) Organizations exist through partial definition of environment.  Which part of the environment they define and consider relevant for the purposes of organizational growth depends upon the nexus between the conflicting goals and the forces in society which allude primacy of one goal over other.

(ii) The public sector development organizations emerge either to supplement the activities of market organizations to operate in those sectors and spaces where market organizations may not operate or at times, they also substitute, take over or compete with the market organizations when it is realized that social goals are not being met appropriately by existing organizations.

(iii) Following from above, the forces which lead to birth or death of market organizations may not necessarily help in explaining the birth or death which is rate in public organizations of non-market organizations.

(iv) Developmental organizations implicitly follow a theory of development which in a mixed economic federal social structure is influenced by several factors such as the political structure at centre or state level, location, the provocation for setting up organization or the theory-in-use at the level of sponsors which may be international aid agencies, national apex organizations, ministries or departments.

(v) The characteristics of developmental organizations do not necessarily reflect the constraints that operate but also provide the perspective for interpreting these constraints as opportunities.

We will not discus how the constraints as implied above can also be interpreted as opportunities.  However, for doing this, we will have to reappraise the given theories of organizational structure most of which have emerged in west though some like Kautilya’s Arthashastra evolved in our own country (321-296, BC.).  We will briefly review the historical perspective in which various theories of administration evolved and influenced the people who either designed or managed the organizations.  Most important purpose of this review is to bring out that the germination ground of a theory is as important, if not more, as the theory itself to allow full appreciation of its implications.  Further, the context or compulsions which operated when a theory evolved have implications for the motives behind selection of some variables and exclusion of other in the theory. Motives are also determined by the ideology of researcher or theorists which very often is not made explicitly and thus a false objectivity some times is imputed to a theory.

In this part we will try first to discuss two major theoretical framework of analysis viz., Taylorism and Human Relation theory.  Reason for detailed discussion along above lines here is to underline the importance these philosophies have even today in the minds of organization designers. Further as mentioned earlier, we ill also try to demonstrate how the theoretical advancements based on above two basic propositions are organically delinked from Indian way of thinking and conceptualizing an individual’s place in society and organizations.

Central question of Taylorism was: How to get more work out of workers, who are naturally lazy and engage in systematic solidering?

Assumptions:

(a) Scientific estimate of efficient output of any worker engaged in a routinized tasks can be developed and enforced by those in authority.

(b) There was one best method of doing work.

(c) Though supervision, work study, control, training, fair payment for day’s work, the efficiency was to be achieved.

Critique:

(a) Basic criticism was the way standards were devised.  Best and most able people were picked up  to develop norms for the average people.

(b) Union saw in Taylorism a threat to their comraderic which was being broken by wage system that put every worker on his own and formented rivalry.  They resisted being observed like machine.  They reacted against Taylor’s efforts to transfer to the management the craftsmen’s knowledge of their trade which was a threat to their craft and skill

(c) It was dehumanizing in nature.

Implications
The organizations accepting the above premises will begin with the assumption that the workers are by nature indolent and thus need to be controlled.  Further, Taylorism required each worker to report to several supervisors, while argument against it was that no worker could work under more than one supervisor.

Fayol gave prominence to reorganizational chart, criticized Taylor for suggesting control over worker by several supervisors and suggested amongst other things, “it is an error to depart needlessly fm the line of authority, but it is an even greater one to keep it when detriment to business ensues.”  Further he added, “Dividing enemy forces to weaken them is clever, but dividing one’s own team is a grave sin against the business.”

Much against the conventional understanding, Weber did not suggest a prescriptive model of bureaucracy. He merely suggested a scheme of authority, responsibility, delegation, accountability and governance of a system that will have explicit rules such that personal discretions in their interpretation will be minimized.  Merit of Weber’s work lies in interpreting various tenets proposed by him as hypotheses rather than as axioms.  He himself mentioned, “The ideal type of leadership—traditional, charismatic, and legal is not a description of reality, but it aims to give unambiguous expression to such a description.  It offers guidance to the construction of hypotheses.”  (Methodology of social sciences, p.90).

The subdivision of labour, hierarchy and rules, according to Weber, were the basic features of bureaucracy.  To elaborate, the labour was divided into offices or spheres of competence and responsibility defined by law and administrative regulation.  The pure bureaucracy provided for a hierarchic separation between super and subordinate offices.  It further included, “(a) Supervision of lower offices by higher ones; (b) a stable and carefully delimited distribution of authority; (c) varying degree of social esteem; (d) fixed salaries paid in money and graded in accordance with responsibility as well as social status; (e) promotion and career advancement on the basis of both seniority and achievement; and (f) appeal and grievance machinery.”

Further, “The pure bureaucracy operates in accordance with general rules.  Although office holder may be free from such rules in their personal affairs there is systematic control over their official actions.” (Gross 1964, pp.141-142).  He was however, aware of the extent to which bureaucratic power could overshadow individual freedom and creative potential of men.  He mentioned “Material goods have gained an increasing and finally an inexorable power over lives of man” and referred to modern men as “Specialists without spirit, sensualist without heart.”  (The Protestant ethic and the spirit of capitalism; pp.181-182 in Gross – 142).

The major argument against Weberian tradition has been that it imputes false rationality to precisely an unequal distribution of power in an industrial society where those who own organization see the world differently from those who work in organization and not always voluntarily.  Further, the distinction between what is and what should be despite warning by Weber is not always maintained in literature on bureaucracy.

Human Relation
The major contribution of Hawthorne studies and others by Roethlisberger and Dickson, Mayo, Follet, etc. was to establish a relationship between inter individual and group relations on productivity together with the changes in working condition.  Major suggestions were:

(i) Since individuals exist in organization to achieve organizational goals, cohesive groups could be formed which would lead to development of internal control system.

(ii) Leadership in organizations boosted morale which lead to greater effort and turn higher productivity.

(iii) There was one best way of organizing human relations in organization.

Numerous critiques of Hawthorne experience have been presented.  Some of the important methodological arguments are the following:

(i) Special treatment and special status was accorded to the subjects (Perrow 1972, Hedberg 1981).

(ii) Participants in the group were selected on the basis of friendship choices (Argyle 1953; Perrow 1972).

(iii) There was lack of adequate control group; and the size of sample was too small to generalize the findings (Argyle 1953; Carey 1967; Perrow 1972).

Human Relation Theory emerged in response to the criticism of Taylor’s mechanistic view of human life but included some of the common assumptions such as individuals exist in organization to achieve organizational goals and their contribution to organizational performance can be improved through improvement in working conditions or provision of material incentive.  However, in certain regards it contradicted Taylor’s view which relied considerably on the concept of soldiering—natural and systematic. Formal refers to the innate laziness of human nature and later was caused through the interaction amongst man.

It is not very well known that Taylor’s selection procedure for best people had been equally applied to horses too.  (Rose 1978, p.36).  “In 1903, Taylor purchased a mansion, Bloxley, on the outskirts of Philadelphia, and set about the redesign of an extension classical garden …. The operation demanded the removal of hill.  The horses used were time studied.  “We found out! Taylor wrote excitedly,”  “Just what a horse will endure, what percentage of the day he must haul with such a load, how much he can pull, how much he should rest.”  As noted by Copley, “His standard was set by the best heavy—draft horses of the locality, and he used his keen eyes to chase all others off the job.”  This similarity of applicability of his laws to horses and human apart, another pint which should be noted here is that Taylorism was not an individual’s innovation or idea.  It must be related to the contemporary socio-economic situation (as we would see a little later in more details) and to the prevailing moral climate (Rose 1978, p.55).  The emergence of Taylorism coincided with the emergence of United States as a leading Industrial power of the world.  In less than 50 years an isolationist agrarian society transformed itself into an internationally aggressive economically imperialist, industrial nation.  (Rose 1978, p.55).


To appreciate the historical context of Taylorism and subsequent Human Relations Theory, the long and the short economic cycles of capitalistic development should be looked at. “The relationship between periods of fast and slow accumulation is one of succeeding cycles of  ‘long waves of accelerated and decelerated accumulation determined by long waves in the rise and decline of rate of profit’ (Mendel 1975-129 in Clegg 1981- P.54).”


The following cycles can thus be noted:

The general depression lasted from the early 1870s until the mid 1890s and marked the down turn of a long wave; an upturn occurred from the mid 1890s to the First World War. The next downturn persisted through 1920s to the beginning of the Second World War, which mark an accelerated renewal of accumulation that persisted until the late 1960s. Since then there has been a downturn again (Clegg 1981-554).

Each upturn, Clegg argues, in accumulation has seen the emergence of institutions that have intervened in, and thus framed the organization of the labour process. Taylorism, become possible largely because of development of electricity as an energy source capable of powering new production technologies such as high speed lathes. Such innovations were the technological foundation for the erosion of crafts and personal skill. This erosion, facilitated by Taylor’s system has been characterized as interventions of ‘Technical rules’ (Clegg 1981) since they stress the rule of technique over the will of worker.

During the down turn of inter-war period, the increase in de-skilling and routinizing white-collar office work was a major devise for increasing the efficiency of capital. This increase created homogenous labour process and less differentiated labour force that was recruited from increasingly differentiated labour markets. This method of intervention managed through existing inter-organization divisions has been termed extra organization rules (Clegg 1979).

It is necessary to note here that full employment during world war second and the long post war boom, posed certain problems for the organization and the control of the lobour process within different enterprises. One of the implication was the war and post war economies minimized coercive domination of the reserve army of unemployed and it has been suggested that this led to balance of domination becoming more hegemonic. In fact, the breakdown of social solidarity because of competitive individualistic spirit emanating from the above process led to subsequent articulation from human relation to human resources and work humanization during the long post war boom. These interventions have been termed as social regulative rules of organization “precisely because more coercive controls were unavailable due to absence of army of the unemployed” (op cit-555).

Friedman (1977) has suggested that technical rules and social regulative rules had implications not only for different period of economic history but also for different elements in the labour process. Technical rules tend to be applied to the workers who are more peripheral to the labour process (less strategically contingent), social regulative rules tend to be applied to workers who are more central (more strategically contingent).

Further, it has been suggested that Taylor’s technical rules could not be applied universally that is not everyone could be de-skilled nor could everyone be high wage labourer. “In both spheres differentials would have to be preserved for the strategy to work. The affluent worker is not necessarily a very satisfactory worker in situation demanding flexibility and some discretion.” It is because of these three factors that more strategically contingent workers will be attempted to be controlled by management through more subtle hegemonic domination that is through social regulative rules. The division of work forces can be carried further by extra organizational rules.

In view of the above review of the process through which the organizational forms emerge in response to historical forces operating in a society it is necessary to recapitulate the essence of human relations theories including theory which assume the following as summarized by Tausky (1970).

(i)
Human relations can be seen extension of scientific management because scientific management promises that application of its principles would increase men’s work effort and, similarly, human relations holds out the tantalizing promise that application of its principles will yield greater productivity (Tausky 1980-192-3).

Further, he has demonstrated revealing similarity between both the propositions that greater work effort and the increased satisfaction by organizational participants are assumed to be highly related goals. Although the means of reaching these goal differ, in scientific management’ reward acts the means to increase satisfaction, in human relations social psychological reward acts as the means by which to increase satisfaction.

The gains in satisfaction are assumed to benefit organization in case of Taylor's view increased satisfaction permits requiring greater work effort whereas in case of human relations view greater work effort follows presumably because of increased satisfaction. It has been suggested that the most predominant underlying them of these schools of thought was the optimism following from the belief that conflicts of interest are not an inherent characteristic of work organization. 

In fact, one could summarize the assumptions very precisely as follows:

(i) Following from above no conflict of interest is considered so deep rooted that it cannot be made to yield to the appropriate techniques for bringing men into communications with one another in a manner that allows them to perceive the point of view of others, respect it and achieve a solution by consensus. 

(ii) Just as in the scientific management viewpoint, unions are besides points since work organizations are not conceptualized on the line of zero-sum model of conflicts (Tansky1980). 

This is the reason why the cooperative view of organization put forward y Bernard way back in 1938 still continues to dominate the organization management scene with very obvious dysfuntionalities. Bernard had argued that:

(i) Organizations are cooperative system; 

(ii)  peoples cooperate in organizations; 

(iii)
They join organizations voluntarily;

(iv)
 They cooperate toward a goal, the goal of the organization.Therefore, the goal must be a common goal, a goal of all participants;

(v) Such a goal could not fail to be moral because morality emerges from collective (cooperative) endeavors; 

(vi)
 Society could not endeavor without cooperation and the clearest form of cooperation may be seen in organization. Thus in this view, if people cooperated and pursued common goals there can be no problem with the output of the organization; these must be a morale institution. (Perrow 1972 - 78). 

It is interesting to see how various further developments in organization, theory ranging from Levin's field of forces framework to current contingency framework, the, problem has remained "whether the group was more than same of its parts, and the almost inevitable but shaky answer of yes" illustrates the dilemma of modern mind.   It will suffice to mention here a dilemma which Bernard himself faced as president of Bell company which had Publicly outlined the cooperative nature of Bell company and its obligations to investors, employees and patrons.  Bernard had maintained that his loyalty was divided as equally as possible among the three parties. "The question was raised as to whether labour was not bearing the brunt of the depress ion rather than investors, thus making the partnership hardly equal since throughout the depression AT & T had managed to adhere to the principle of $9.00 dividend on each share of stock while the number of employees had been reduced by nearly 40% (although some technological changes had also taken place in the meanwhile). As president of a subsidiary of AT & T, Bernard must have been aware of such issues and yet he came out with the model presented above (Perrow 1972). 

The structural - functional model developed most in the writing of Phillip Selznick tried to go beyond the restrictive views of organizations by studying whole organizations in historical perspective together with the social complexities in the environment. Although he does hold the view as suggested by earlier authors that members in organization must make full commitment to the organization. Realizing that commitment may not be easily built, particularly because members in organization come from various class backgrounds, he emphasized that the organization could choose the leaders and the followers who could share a community value. In fact the implication was, "when we get results we approve of the leadership; when we do not, we term it as process of goal displacement. “ (Perrow 1972 - 194). 

There are any numbers of studies which show that people prefer to note or observe what they think is consisting with their internal value systems. The major limitation of institutional school was that while it did take organization and society into account, environment was considered something to be adjusted to without recognizing that organization itself defined, created and shaped to whatever extent possible its own environment. It was not inconceivable to imagine that the turbulence in the environment is faced much less by the organization which are able to coalesce with other organizations to ensure at least the stability of their own relevant environment. Perrow argues that major limitation of institutional school which otherwise had expanded the universe of organizational studies into more relevant domain is its incapacity to deal with possibility that environment also has to adapt to organization particularly when environment includes other organization and the people all of which may not be as powerful, as organization in question. 

The discussion so far has included the dominant thoughts in organizational theory and the way some major questions have been conceptualized in this framework vis-a-vis the society or the environment or its interaction with the organization in historical perspective. 

We will now summarize the orthodox consensus in organization analysis

"The development of organizational analysis up to 1970's was heavily influenced by the leading trends in American sociology defining the central relations and developments in advanced industrial societies as well as metatheoretical centre of functionalism and positivism ... The rational and functional theories which have been developed with open systems thinking by People such as Thompson (1967) have centered on the narrow concern of how an organization can solve the problem of achieving a functional alignment of its goals, structure, technology and environment in the presence of persistent uncertainty' (Pondy and Mitroff, 1978, p.4).     Outside of these concepts of generic, quantitative changes in industrial society, any specification of the interface between rational and functional models of organizations and concepts of larger societal and community structures was confined to a static and somewhat underdeveloped notion of goal-oriented systems integrated into the functional problems of larger societal systems (Salaman, 1978, P.522). "As we now pass from 1960s and 1970s into the more uncertain 1980s, these dominant theories of industrial growth and development are increasingly being viewed as overdrawn and over-generalized and as precarious as the short-lived period on which they were based ...(these views) direct organizational analysis to seek explanations for organizational structuring in the internal selection processes of the organization conceived as a separate entity distinct both from the small social groups contained within it and from the larger environment of multi-organization systems and institutional complexes" (Sheets, 1981-164). Jermier stresses "Much of the critical discourse among the various conventional approaches (classical, structural, institutional, behavioural, human relations, decision making, human resources, systems, socio-technical, contingency) however tends to emphasize relatively minor difference  (Argyris 1972; Perrow, 1972) and obscures an implicit consensus which exists in the field at a slightly more obstruct level." (Jermier, 1980, P.200). In fact the underlying ‘taken-for-granted' ideological domain of functional organizational theory has been referred by Benson (1979) as the 'rational-structural' paradigm.   He has characterized this approach in terms of the assumed goal-seeking tendencies of organizations. Questions relating to the organization’s role in society are subordinated to those of more immediate interest: technical problem - solving and efficiency. It has been suggested that structural functionalise proposition that organizations which survive has some sort of proclivity, making them especially worthy of continuance is assumed (Jermier, 1980). With this goes the much more profound assumption - what Hart and Scott (1975) call the 'organizational imperative' - that whatever is good for humankind can only be achieved through modern organization. If the 'tool view' and natural selection metaphors are accepted, further inquiry as to the generation of either goals or the mechanisms by which they, are reached is deemed necessary (Colignon and Cray, 1981, P.2). The Corpus of organization theory Jermier argues becomes a massive technical manual on how to deal with administrative problems, tacitly and endorsing systems of domination. 

It should be clarified as Gouldner (1955) suggested that every theory evoke a set of sentiments which those subscribing to the theory may only dimly sense. Commitments to a theory should not be considered necessarily the result of a calculative cerebral process which one thinks determines ones scholarly allegiances. In fact it has been suggested that theories- in-use at a particular point of time in a social context amongst a group might represent the dominant mood or feelings of its adherents. This particularly applies to the thoughts, which are taken for granted and are considered evident to be questioned. Weick (1969) felt that lack of emergence of critical alternatives in organization theory possibly was because researchers have accepted managerial definitions of problems and conceptualized the field using managerial language.    Clegg (1977) has noted this as the convergence of interests between the management and the organizational theory. 

The Elitist bias of organizational theory, Jermier has attributed to the problems of academic researchers speaking the language of administrators and managers (vice-versa) and sharing their word-view and socioeconomic identifications. Since entry to the organization for research purposes often comes through organizational elites, the academics are in a vulnerable position which may hinder independent observation and analysis (Jermier, 1980, P.202).

Another problem relates to discussion on the power (to be discussed separately in detail). The functionalist argument that power gradations are necessary to perpetuate the system puts organizational inequities in a too favorable light.    In fact, it has been suggested that the overt exercise of power to regain control is necessary only when normal "taken- for grandness system' fails (Clegg 1977, P.35). The implication is that one should measure effectiveness of control in the organization in financial terms such as profit growth and return on investment obscuring the usual conceptualization of social power in terms of uncertainty reduction which actually is aimed at reducing the uncertainty in economic conditions.  It is not surprising that a historical view of organization reify the existing organizational arrangements because while the theories pay homage to the apparent technical superiority of the system which has adapted to a hostile environment but almost never question the morality of historical actions. (Jermier, 1982 P 202). Problems becomes more serious when one assumes thus purpose of the organization to survive without necessarily questioning at what cost and at whose cost. 

Much of the current crisis in organization theory emerges as Goldman (1978) suggested because organizations has not been properly situated in their societal context.

Basically the critics of convention organization theory presented have often distinguished both boundary of concept of organization as well as of environment as Stephen Wood (1979) suggested that environment is not some- thing to be adopted to only, it includes various types of other organizations, institutions, class of people, markets, bureaucracies and whole lot of cultural and social values set in historical fashion.      Further, the unintended consequence of formal change and not formal change must be accorded the most significance in context of organizing for rural development in developing societies.   The need for monitoring social effects of organizational interventions through which self-designing possibilities under influence of historical forces with clear commitment towards weaker section of the society can emerge, has been suggested as alternative framework for conceptualizing the emergence of organizations (Gupta, 1981, 241-250).

It has been suggested that there is nothing so practical as a good theory, for a good theory explains and predicts and so helps the manager to develop more and more effective modes of management (Khandwalla, 1980). We would only suggest a caution here that if a theory does not predict the future form clearly or along the expected lines it would also mean incapacity in the management to adjust with the evolving contradictions with larger societal framework.  To that extent theory would need revision. But it should also be appreciated that many times deterministic theories tend to reinforces the notion of future that organizational scientist and practicing managers ensure. With the result the ultimate task of social emancipation suffers in a socialistic society as far as the avowed aim of constitutional framework in our country are concerned.      We cannot for a moment dismiss this expectation from the theory that it would contribute towards the design of organization which are socially more responsive and effective.

Further Khandwalla asserts that our current management models are heavily western, particularly American. He suggests that, if we could "discover effective Indian alternatives to American models of management controls, or of planning, market research, personnel management, we would be able to work these into management curricula and so increase the students repertoire of action alternatives" ones he or she became a manager. Further, it is added' that often management student find great gaps between what they learn at management schools and what they find at work in real life. These gaps some times lead to disenchantment of the companies they work for and visa versa.   He hopes that the better understanding on the part of management student and (faculty) of the strengths and variety of indigenous management will cause less friction at their mobility and acceptance in the non-westernized companies in India. Our only submission is that strengths and variety of indigenous management would be identified and noted more precisely when the framework of analysis or theories-in- use are also delinked from the western paradigm.      For example, we should be cautious of certain values which have been normatively classified as morale and good in our society so far which need not be moral and good any more. 

An illustration of above aspect will be Eklavya’s sacrifice of his left hand thumb in response to Dronacharya’s insistence on getting 'Dakshina’ for the teaching that 'Eklavya was supposed to have achieved by merely concentrating on his idol. Briefly stating the story began with Eklavya who was a bhil and was denied admission to Dronacharya’s Ashram where the wards of king and other royal lords studied. With the support of tribal society, Eklavya concentrated despite his rejection on acquiring the art Of' marksmanship (with arrows and bow) as good if not superior as the best of the disciple of Dronacharya had.  Once when Dronacharya and his other despise were wandering in the forest, they found a fox which was making lot of loud noise. Suddenly they saw an arrow coming from somewhere and perching that fax. It was an amazing feat to have killed an object only by hearing its sound because the killer was nowhere in the sight. On inquiry they found Eklavya who acknowledged this expertise to the idol of Dronacharya which as he believed, blessed him with the ability to attain so much of perfection. 

The dilemma before Dronacharya was that if he allowed a tribal to acquire a, knowledge which he thought was relevant only for feudal Lord and king he would be disrupting the social structure. He also realized the guilt of not having allowed such a devoted disciple to his Ashram. In his anxiety to maintain the supremacy of his beloved disciple (hereo of Bhagawatgeetha - a text of supreme eminence in Indian Philosophical thought) he asked Eklavya whether he would not discharge the obligation of having acquired this knowledge through what Eklavya thought was blessing of Dronacharya, when Eklavya affirmed, he has asked for the thumb of his left hand which Eklavya gladly offered in the presence of silent spectators - other disciples of Dronacharya including Arjun. Thus ended a pursuit of a class to gain supremacy through improvement of its skills in a society where subordination of such a strategic skill was an essential condition for maintenance of a precapitalist feudal system. The dilemma before Eklavya must have been whether he should remain loyal to his clan and culture and refuse to obey the advise of Dronacharya or to prove his cultural conformity with the dominant values of subservience to lords in the society sacrifice his thumb. As stated above he obviously made the latter choice. (Montrro 1982, p.c) 

The implication is that a society which interprets Eklavya's devotion to Dronacharya as the supreme value of professional ethics, it is not surprising that ideological deviance invariably suffers at times by nipping the nonconformity of thought in the bud.  It is also interesting to note that Arjun ultimately proved to be extremely fickle minded indecisive elite. Having been involved thoroughly with the beginning of a war suddenly, he realized that he would not fight with the enemy who comprised of his kith and kin. This followed the advice of. Krishna enshrined in Geetha suggesting the posture of 'Sthitaprigya', i.e. a state of absolute adjustment by remaining in an action without being involved in it. The possibilities of class-consciousness emerging were thus neutralized through philosophical system, which trained Indian mind to adapt whole-heartedly with the situation which existed without necessarily taking upon the responsibility for changing it.

In a discussion on management theory and its relevance for develop- mental organization in Indian context the above reference if appears incongruous, the problem is with framework analysis that decontextualises of both the emergence and application of theory (Hoeftede, 1979)
My contention is not to suggest that there is nothing in the western theory which cannot be made use of in Indian context. On the contrary much of the critical literature emerging in west in response to the contradiction of their own society warns us that we should not have to go through the entire process which they had to undergo before visualizing the social implications of Taylorism and other human relations theories. Perhaps another point which also needs to be appreciated is that in a western society where free enterprise is the dominant mode of decision making and resources allocation the fit of the organization with environment is.measured by the extent to which it helps in achieving this ideological objective. The state is concerned largely with providing necessary infrastructure for free enterprise to operate in a stable and certain environment. In our society having chosen a particular framework of development atleast as far as the constitutional obligations are concerned public sector organizations fall in a very different class. While some empirical research shows that they do reinforce some times the preference of market forces, the implication is not that they ought to be doing it always.

The problem as mentioned in the beginning of this paper is how to allocate the resources to the region and people in those regions who cannot attract market forces particularly when their interest may clash with those who can.  How could various characteristics of developmental organizations mentioned in this paper could be transformed into conditions favoring creativity and innovation is a question only partially, covered here.  However, the effort of this continuing inquiry is to generate discomfort amongst the practitioners of management science with the theories that they find do not work and thus as Khandwalla argues are no good.

P.S.: If you want to understand organizations try to change them." And if you find changing requires too much of an effort for which you don't have patience, at least acknowledge explicitly that you would like to manage an organization without understanding it.
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Discussion Note 2

BUILDING SELF-DESIGN CAPACITIES IN DEVELOPMENTAL ORGANIZATION

1 What is self-design?

2 How does it help loosely coupled, ‘goal free’ organizations perform better than traditional rational planning models?

3 Is ‘self-design’ another name for ‘adhocism’!  If not, what are the systemic elements of self-design and how can they be triggered at different levels?

4 Is ‘self-design’ relevant only for top management or can executives at middle or lower levels initiate ‘self-design’ system?

5 What are the limitations of this concept in Indian conditions and alternative options?

When an executive finds in a tightly structured organization that policies exist 

for most decisions, rules abound for operationalizing each of these policies, he often wonders what is left for him to do or design? He ends up being a clerk who is executing orders which he has not helped to design? On the contrary in a loosely coupled organization, the policies are ambiguous, rules are too many and hardly any body knows them all or they are too less, the monitoring of performance is very informal at times even subjective. There is a great discrimination. Some branches find resources being allotted to them more easily than others. The horizontal communication is less structured. The level of autonomy is high in each sub-system. With the same rules, policy is implemented by some people in some situation much better than at other places. Policy makers often have best location, most efficient workers and most favourable situations in their mind while designing policies.


The result is, a highly variegated set of conditions within an organization such that an outsider wonders whether there is any overall organizations boundary at all! It is at this stage we should pause and reflect on our reactions to above scenarios.



In first case, the executive feels, he has hardly any role to play as far as initiatives are concerned, in latter case he thinks almost everything has to be decided by him. He feels lost in absence of a blue print, a design.



In first case, one has to literally suppress one’s own self to the extent that a myth develops that everything is so well designed that nothing can be improved. Let every one spend energies in implementing.



In second case, the opportunities for an individual to assimilate himself with the design of the tasks are tremendous. Only problem is that one has to discover rules, structures only after one has acted or the design has been implemented. In that sense loosely coupled organization require more courage and confidence in an individual to succeed.



Traditional concept of organizational design gives prominence to structures and processes are expected to follow. In an alternative framework the given structure is discredited because it could have underneath it structures very different than what are apparent. The study of processes, i.e.the media by which an organization creator future acts out of its past experiences leads one to look at the design of an organization through its dynamics.



It is perhaps necessary at this stage to understand clearly as to what do we consider a well designed organization:

“Designers, and especially management scientists, have long promoted skill specialization, integration, clear objectives, and unambiguous authority structures. These widely accepted values assert that an organization should be internally differentiated and yet harmonious should explicit communication channels and explicit decision criteria, and should act decisively and consistently.” (Hedberg et al 1976-43). It is further suggested that these properties of an organization could improve the performance of an organization if it inhabited an unchanging environment.



How many developmental organizations can afford to make such an assumption about the environment in India? Surely if the environment was static or at least dynamic but predictable, the organization will have well defined rules of the game, message coded in such a way that every body draws same meaning from various signals, the responsibilities will be well defined and role boundaries improbable, non-overlapping and so quite distinct.



Such a condition, Hedberg argues resemble an organizational palace. In an organizational palace; one would discover following tendencies:

(a) ‘Never change a winning team’
‘Success reinforces current behaviours and make organizations less inclined to try new strategies.’ (Hedberg 1981-17). The myths of assumed cause and effect relationships between input-through put-output systems in an organization are very deep rooted. Even though all myths are, at best partial mappings of reality, there do arise events that raise doubt about the validity of myths but, as weick argues, discrediting does not begin even after such an eventuality in tightly structured organization. The quantities are increased but the patterns are not changed (Weick 1977) (We will discuss this aspect in greater detail in next part).

(b)
Don’t change glasses, even if the numbers of your eyes change

Very often changes in the environmental context require questioning the basic assumptions of planning officially approved in the organization. Since the tightly structured organizations often have the notion of high strength and control over their internal and external environment, they tend to view any deviance as a sign of disloyalty deserving serious reprimand; conformity is rewarded and organization develops a highly artificial image of the environment which when crumbles gives heavy shock to the members in the organization.

( c)
The walls have many years
The reliance on explicit communication system generated a parallel informal 

communication network which makes peoples extremely suspicious, leading to development within the organization of intelligence system and counter intelligence system. Lot of energy is sapped in maintaining this system. In loosely coupled organization, information distribution is less structured and thus lesser is the need for dysfunctional intelligence network. Implication however is that loosely coupled system will have more informal communication channels rather than multiple channels- some formal, some informal.

(d)
Unity is weakness
Some studies have found no evidence that consensus about objectives, clearly 

Defined roles, formal planning correlated positively with financial performance in different companies (Grinyer & Norbun 1975). Instead, it has been found to be correlated positively with reliance on informal communication and with the diversity of information used to assess organizational performance. Implication is that convergence of perspectives while is considered as a desirable virtue in organizational analyses but it can as well be a reason for their downfall.

(e)     
Measure what is measurable and explain entire variance by these measurements 



The reliance on traditional cause effect equations despite emergence of new variables leads to a condition where organization spends minimum efforts to measure various variables contributing to its performance and attributed the down falls or gains in performance to such variables that have been traditionally found comfortable to measure in the organization. The choice of variables many times is related to the ideology of the organization and also is constrained by the culture of the organization.


Generally an organizational palace adjusts to its context so well that it stops differentiating the convergence of goals. The result is “ an organization that embodies more forecasts and that responds more sluggishly when its forecasts manifest their errors.” The change thus is considered a traumatic experience.


An alternative framework of tent implies that residents of changing environments needs a tent, “An organizational tent places greater emphasis on flexibility, creativity, immediacy, and initiative than on authority, clarity decisiveness or responsiveness and an organizational tent neither asks for harmony between the activities of different components nor asks that today’s behaviour resemble yesterdays or tomorrows. Why behave more consistently than ones world does? “(Hedberg el.al.1976-45). In this framework many of the features which are considered as liabilities by the traditional organizational designers are converted into opportunities for creativity. For example, “Ambiguous authority structures, unclear objectives and contradictory assignment of responsibility can legitimize controversies and challenge traditions (While 1969)”


Further, it is possible that incoherence and indecision fosters exploration, self-evaluation and learning, likewise redundant task allocation can provide experimental replication and partial incongrution can diversity portfolios of activities. In fact, some of the organizational analysts have recommended that imbalances ought to be designed into an organization.


Hedberg suggests that those who live in organizational tent can use good alarm clocks, wash and wear clothes and ability to plan itineraries quickly. These organizations would be characterized by the frequent debates about legitimacy of their purposes and morality of their action. To summarize, some of the features of organizational tent applicable to developmental organizations as follows:

(1) A bird in hand is better than two in bushes:
Planning too far into future can generate such processes in the organization that 

disfunctionalities in the design are not noted for a long time with results when they are noted the organization finds, it is too late. People sometimes criticize the developmental organizations because they find (in their terminology) these organizations do not have any strategic plans. On the contrary people also have noted that in a democratic, political system with elections every five years the time frame in which outcomes have to be evaluated and rewards allocated, is much shorter than what most programme planners would like to have. Thus, the strategies for survival from event to eventbuild far different structures in the organizations than the strategies which are tuned for long term growth. 

(2)
Act before you have another options:


In highly turbulent environment the opportunities emerge recurrently depending upon the sensors of an organization. With the result that if one wants to act only when the best opportunities strike one may find lot of time passing before any action is taken. Some times in the organization trade off is between keeping an organization going and achieving some large ‘significant’* results. The former takes precedence and at times justifiably because legitimization of an organizational existence is a very important task in developing society where different organizations compete and transcend each other’s boundaries. Also, the significance many times are attached to action and not to strategically fit action.

(3) It is better to be chameleon than an ostrich: 

Changing colours with the environmental changes in an adaptive response of 

lizard chameleon saves it from predators. On the other hand, Ostrich often falls prey to the enemy. Frequent changes in the goals may be quite rational way of an organization to justify its continuance and if one finds structures that are fluid one has to appreciate how ambiguities can be tolerated more in a fluid structure than in a tight structure. 



Six fulcra have been suggested by Hedberg el at (1976) on which a self-designing organization will have to balance itself. I am reinterpreting these in context of our conditions.

(1) Cooperation requires minimal Consensus:
Only when members in an organization do not agree on an issue they would like 

To negotiate their positions with each other in such a way that some compromise are called for. In other words while disagreements can breed negotiations to bring about agreements one has to understand that people can cooperate on one issue and have conflicts on others; putting it other way people can cooperate on one issue because they can disagree on others. In a bureaucratic system with structured power through well-defined role boundaries it is very important to avoid feeling of powerlessness to emerge at lower levels. Powerlessness can not only lead to apathy and indifference but also result in highly aggressive behaviour causing instinctive disagreements rather than intelligent disagreements.



Many times with multiple goals in a developmental organization different classes of organizational member have to decide, as to which goal will wean them away most from the constituency which they want to serve outside the organization. As long as conflict does not arise on this issue, the member continue to remain cooperative. Therefore it is not only important to understand the functionality’s of minimal consensus but also one should clearly not how to distinguish apparent consensus from the real consensus. 

_________________________________

 *Definition of Significance is a subjective value obtained from the dominant ideology of the organization.


Further, the structural implication of minimal consensus would need more and more interactive forums. When there are more disagreements, there will also be more doubts and higher appetite for validation of ones hypothesis. In such a situation opportunities to interact between and across the level absorbs the inertia that may operate in the absence of these interactions. 

(2) Minimal Contentment: 

There is an old Indian adage, “Be satisfied but not contented,” implying 

contentment inhibits aggressive pursuits of newer alternatives and opportunities. Generally the tightly structured organizations would seek happy and contented members (Hedberg 1976-57). While it is acknowledged that different people in an organization can not receive similar satisfaction from different policies and procedures, the myths develops that if an organization pays so well, the facilities are so good etc., the members must be satisfied. An organization loses heterogeneity if level of discontentment is so high that members refuse to participate (Hirschman, 1970). In fact consensus in such organizations emerges many times because dissenters suffer from insecurity or have weak power base. Thompson (1967) has suggested that members in an organization will experiment only if they have faith in the continuance of organization also believe that they will not cause organizational failure.



Minimal contentment it is argued can buffer against short run reductions in satisfaction and expectations that change involve. Excessive contentment on the other hand could incubate crisis. 



Sufficient discontent is expected to induce people to speak up about what they think is going wrong, provided crucial insurance against surprises of crisis proportions, because the higher the basal level of discontent, the more likely it is that small errors will trip off alarms (Coser 1956, Pattigrew 1974).



In developmental organizations, those which are tightly structured, it is not uncommon to find people talking in whispers. That becomes the part of culture. On the contrary, in loosely coupled organizations one could not only find discontent, amongst various levels of workers but also greater extent of open negotiation and experimentation going on. People take pride in breaking or getting round the rules but only to accomplish the major mission or organization.



Some times young professional claim that career prospects in public sector development organizations are bleak. What probably they underline is their unpreparedness for spending energies to channelise the widespread discontentment into creative furrows. Since no rules or techniques exist which could provide exact ho-to-do-it of these changes, they are considered not worth effort.



It should be noted that many security oriented middle class Indian professionals still prefer to join public organizations despite being brilliant. Thus these organizations are not devoid of creative potential what they have in abundance is the potential energy in form of discontentment, appropriate managerial interventions probably can convert this potential into kimetie energy. It does not have to be mentioned that developmental organizations being set in a social context, the contentment sometimes is sought from the consequences of an organization rather than the working conditions within the organization. Thus one could find organizations where people are highly discontented as far as internal conditions are concerned but at the same time they justify their continuance in the organization through the satisfaction sought from organization action in larger social context.

Minimal Affluence:



Once an organization grows affluent, discontent generally decreases (Hedberg 1970) because slack resources build up, (probably) every one can receive a little more, mutual self-satisfaction grows. This sets in self-confident complacency. The organization also insulated it from the outside world. “Since the usual organization is seeking as much affluence as possible, it can be charged with striving to maximize it unawareness of reality.” 



No body can dispute the advantages of affluent organization but at the same time, excessive affluence could be as much a liability as poverty. “An organization requires reminding that its environment is partly unknown, evolves and some times turns hostile. Outdated activity programmes have to be explicitly proven infective and then purposefully unlearned; inadequate paradigms must be actively disconfirmed, perceptual frameworks clearly shown invalid, and dysfunctional political coalitions undermined” (Hedberg 1973-1974). Not every claimant deserves a share of resources (Hedberg et al 1970).



In Indian context, this suggestion is of profound significance. One of the reasons that explain goal free nature of many of the developmental organizations is the constraint of serving several stakeholders. As far as professional values are concerned, the dilemma is real, how to allocate share in resources to those who don’t deserve. In a way this problem is faced by all organization but for public sector developmental organization, the ambiguity in this regard is little less. The social purpose of the organization makes choices clear. When these organization become affluent, the diversification often occurs in favour of these products which align organization either with affluent consumers or with affluent producers or suppliers directly or indirectly. However, affluence by itself is not bad, the question is how much of affluence and how to generate processes that don’t insulate organization because of affluence from vulnerable environmental segments.

Minimal Faith


“ The organization should plan its future but not rely on its plans”. As mentioned earlier, too much of faith on the desired shape of tomorrow as manifested in the plans leads to the regimentation in structure and a war begins between various levels. The top tries to internalize the reasons for all failures because otherwise they will have to admit that the plans were defective. On the other hand bottom layers of organization tries to externalize the reasons for failure because one, plans never belonged to them and second, they despite being closest to reality recognize that looking at the flexibility in environment, even they could not have planned too far. However, while the bottom layer suffers because they are not allowed by the tight structures to make quick adjustments, the top layer regrets that their plans are not working because the people below are not committed enough.



In some public organizations, the loose mandate and ambiguous guidelines give enough scope to the people at lower levels how could they allocate resources looking at the proximal conditions. In some other organizations, despite decentralization, the descriptions are not utilized because people are not sure, they have too little faith in the objectives. Thus to strike a balance, an organization has to give signals to various subsets about the current faith being put on various plans.

Minimal Consistency


This is a very controversial tenet of Hedberg (et.al. 1976). They suggest that usual organization behave as if it prefer revolution to evolution. By slowing to change, it is argued an organization can allow need for change to assume alarming or revolutionary proportion. Should organization be avoiding drastic revolutions, is a question which cannot be answered unequivocally. Miller (1982) recently argued forcefully on two accounts that the popular notion that resistance to change is bad need not be valid, one, the firms that are structured for dynamic environments face an adaptive task when their markets stabilize. And this task is as difficult as the one which confronts mechanistic or bureaucratic firms designed for stable environments but whose environment is dynamic. No structure can be so ideal as not to require periodic restructuring.



Secondly, functional aspects of resistance to change are generally ignored and the desirability of piece meal and incremental changes in structural is over emphasized.



He argues that certain type of organization should resist structural changes, until a critical incongruence with the environment reached then a ‘quantum’ or revolutionary structural change must suddenly occur. Change is said to be of quantum nature when many elements change in a major or minor way within brief interval. It is revolutionary only occur. Change minor way within brief interval. It is revolutionary only when quantum change radically transform may elements of structure.



Miller drawing upon contingency framework offers summary of the quantum view of structural change as follows (Miller, 1982-133-4):

(1) Typically, organizations must achieve harmony among their elements of structure. That is structural elements such as technology, the distribution of authority, differentiation and integration, the size of the administrative components and spans of controlled must be functionally aligned. These elements are interdependent and must be matched appropriately to maximize performance. Thus, many elements cannot change independently without causing costly imbalances. For example, organizational integration must increase with differentiation. 

(2)
The organization must adjust it’s structure to change in its environment and strategy. This has been a dominant message in much of the organizational literature over the past to decades. 

(3) Points1 and 2 interacts to constrain the set of alternatives for constructive structural change. To costs must be traded off the course of the structure being out of kilter with the environment or strategy (C1), and the cause of destroying or resurrecting complemetarities among structural elements (C2). When long run estimates of C1 are less than those of C2, the structure should not be changed.  

(4) Because of the interdepencies among structural elements, C2 costs will often be high. Many elements must change together and this can be expensive. Structural change must therefore be delayed until the anticipated long run C1 costs are larger than the C2 costs. Often these delays can be considerable. 

(5) When change comes it may have to be of a quantum of revolutionary nature. First, the substantial 1 ag in adaptation has crated a serious mismatch with the environment or strategy, one which may require major corrective actions. Secondly, because of the tight interdependencies among many elements of structure, the number of effective structural types is restricted and differences among many elements of structure, the number of effective structural types is restricted and difference type to another may have to undergo many changes.


However, few internees are clear from Miller’s presentations:

(1) Some times a very few structural forms of organizations are tolerated by the environment (called as exclusive) as against the cases where the same or similar structural forms with few modifications can adjust the structure (Called as inclusive).

Other things being equal, exclusive environment will favour revolutionary changes and inclusive environment will tolerate evolutionary changes.

(2) In some environments, the trend of change is predictable where as in other environment, it is very difficult to workout the fuller implications of changes. Either because of events, or because the complexity is so high, it is difficult to workout any trend.

Thus, other things being,  equal, “greater the unpredictability, the more it is necessary to wait until some trend is evident before undertaking any costly adaptive maneuvers. Therefore, adaptive lags should be lengthy.” 

Implications for developmental organizations in our context are the following:

(a) When professionals equipped with various managerial techniques like PERT/CPM deal with developmental organizations interacting with rural clients in different ecologies, they feel frustrated over their incapacity to plan the things the way they would have liked. They don’t discredit techniques which are designed to deal with stable environments with minor variations (in case of PERT, Variation of few days or weeks) instead start discrediting first the organizations and then the members who don’t panic even on inexplicable delays etc.

(b) In developing countries where all resources except manpower are scarce, it is not likely that every organizational unit will get the share demanded by it. The budget cuts became particularly important when economic growth slows down due to various uncontrollable factors. In such circumstances organizations designed to deal with high uncertainty will have be loosely coupled with high very high homeostatic advantage (a concept we will deal separately).

(c) The challenge before a manager in such an organization is to identify the redundancies in the structure which can be uncovered to arrive at a workable ‘fit’ with the environment. Empirical work by Khandwalla (1973, p.479 quoted in Miller 1982) has shown that success of organizations seemed to stem, not from the use of any single structural device but from the combinations of appropriate one. Our submission is that the appropriateness may depend to a large extent upon the definition of environment by organizations and also their readiness to change meanings of the context, if contingency so demands.

Minimal Rationality 
While the traditional view of organization is that of rational group of people with bureaucracy considered as most rational of social systems, the self-designing organizations are anything but bureaucratic. In such organizations, “objectivity should be fostered, responsibilities delegated, and conflicts resolved impersonality on substantive criteria; but also expertise should be diluted, authority ambiguous, statuses inconstant, responsibilities overlapping, activities mutually competitive, rules volatile decision criteria varying communication networks amorphous, behaviour patterns unstable, analytic methods, unsophisticated, submits conflicting, and efficiency a subordinate goal.”(Hedberg et.al 1976-62)

It is further suggested that when solutions are generated and evaluated in 

Organization, criteria of excellence often have more to do with how analysis is done rather than with what results the analysis produce. The questions raised are: whether measurements are accurate, whether inferences are statistically valid; the crucial issues which are frequently ignored include: For such problems which are important how realistic are the assumptions? How much does the solution altered when the problem varies slightly? Are the pursued goals really in the organizational long term run interest? The danger is developing rational answer to wrong questions. Starbuck (1975) states that wise decisions about what questions should be left unanswered probably contributes more to an organization viability that do wise decisions about what questions to answer. A self designing organization does not merely expect imperfection but also seeks it, “an optimal degree of imperfection attaches no more certainty to assumption than their credibility deserves, converts imbalances into motivators, and uses unclear goals to keep organization as ready for change as its environment is. A self-design organization can attain dynamic balances through overlapping unplanned and non-rational proliferation’s of its processes and these processes collide, contest, and interact with one another to generate wisdom.” (Herberg 1976: 63).



The implications of above suggestion for developmental organizations are that one should not expect these organizations to have consistent rational planned patterns of resource allocation because the political purposes of these organizations cannot be served that way.



Shift in the objectives in fact has been argued as a necessary condition in a learning system to prove that new data and /or new meanings of old data have led to changes in the basic assumptions (Mathur & Gupta, 1981).



However, we are not suggesting that the most developmental organizations are like this. In fact very few may be so. The effort here is to crystallize some of the constraints of public sector organizations which are engaged in rural development so that a professional manager can convert these constraints into opportunities.

How to trigger self-designing processes


Weick (1977) conceptualized the self-design as a process in which through continuous learning and unlearning organization generates alternative such that the structure continually undergoes the change. Although generally the word design brings to mind artifacts such as blue-prints, picture, graphs and displays Weick suggests “that these images direct our attention away from a potentially richer set of images namely that of designing of ongoing processes and that of design as recipes rather than blue-prints, recipes that may require varying amounts of improvisation. Recipes trigger actions sometimes in ways that even the cook don’t understand.”



This experimental nature of processes contains the image of self-design more appropriately. To identify these processes more clearly, six characteristics of self-design have been suggested:

(1) “Self-design involves arranging and patterning, linking and decoupling sets of 

elements to change the consequences from those currently occurring.”

 

In developmental organization it will imply a need for arriving at new coalition within and outside the organizations such that the organization gears itself towards target group. As we would discuss separately this would also involve monitoring of organizations through peoples participation (Gupta 1981).

(2) “Self designing systems must contain provisions for and support of the continuous evaluation of ongoing designs.”

It would imply interpreting policies in very broad terms such that if one set of interpretations of the policies do not work the another set of interpretation is tried. It is hoped that this trial and error would lead to reappraisal of policies which will reinforce the continuous evaluation system.

(3) “Issues of self design typically focuses not on the design themselves but on the 


process responsible for design.”

The self-design organizations seem to be based on metaphorically speaking, Ayurvedic system of healing. I.e., unlike western Allopathic  system where the emphasis is on curing the symptom rather than the cause, in Ayurvedic system the treatment aims at strengthening the whole body in such a way that the root of the decease in which ever part it exists, is eliminated. Thus, rather than making piecemeal structural changes in a self-designing organization the processes of interaction and iteration takes place to bring about a new equilibrium. Organizations in this framework are means and not an end in themselves.

(4) “A Self-designing system wrestles chronically with the stubborn reality that the 


specific adaptation often restricts subsequent adaptability.

In loosely coupled developmental organization the self-designing builds a higher capacity for dealing with uncertainty unlike a tightly control bureaucratic system. Whenever problem occurs reference is not made to the higher officer instead a solution is attempted at local level. On the other hand, even if the superior officer receives a reference, he prefers to send it to the level where it belongs without undermining the ability of the local levels to adapt. Many times in organizations executive by taking a view, “let me solve the problem now, next time I will ask them to do it themselves,” lead to gradual concentration of all descriptions in their hands despite the fact that structurally the decentralization still exists.

(5) “Designs must often be fabricated in the absence of specific performance criteria. Frequently performance criteria are determined after the fact. Having carried out a design, the group then discovers what it was trying to accomplish and what its performance criteria were. Thus a durable design problem is how to maximize unknown performance criteria. The problem can theoretically be solved either by homogeneity designs whether you bet on what the criterion is and then concentrate all your resources on maximizing the function you have bet on or by heterogeneity designs whether you act as if several different performance criteria are operating and portions of the system are trying to achieve satisfactory performance on all of them.” (Weick 1977: 39).

(6) “Self-design is often hard to separate from implementation.” There are four principles involved in self-designing which require different way of thinking about what is valuable and what is worthless in organizations.

(i) Self-design is more than unfreezing  process of self-design does not

merely requires discrediting the past but also required doubting that the future which is envisaged will remain the way it is envisaged. In self-design, freezing is conceptualized in two different ways: Chronically frozen system and Chronically unfrozen system. The implication of first system is to persuade people to believe that they should take the system seriously enough to operate it with gusto... but they should not take it so seriously that they cannot imagine any other way of running it. Or even the prospect of not running it any more. “The second system involves cultivating enthusiasm for improvisation, fluidity, minimal constraint and chronically protean existence. Self-design under these conditions requires members to be trained to trust structures and distract anarchies, since self-design will require unfrozen systems to engage in selective freezing.” In the chronically unfrozen systems in the event of some crisis people come together to resolve the problem but own autonomous ways.



Studies have shown that bureaucracies in India have a great capacity to rise to the occasion when they confront an emergency but in the usual stable system they may appear to be full of inertia.(Mathur 1977). The other implication of Metaphor of freezing is to build capacities for continuing alternation between doubt and trust they have depending upon the way members of organization use various premises or values.

(ii) Quantities do not generate design discredit does


Whenever stresses increase, we neglect more and more important variables in the environment. “we see the same old things even less imaginatively than we did before. Whenever this happens the managers respond by urging the peoples to continue doing what they have done before but do it with more vigour. Whenever manager tells people to solve their problems by redoubling their efforts, they cannot. If, for example, you pour money into a system that is defective, all you are doing is reinforcing the defects. Pouring money, which is a quantity, into a system that has a shape will not generate a new shape.



Generally maximum that quantity can do is to help one discover the pattern that already exist (We will discuss the implication of this in the next part more). However, to quote Weick one could say by taking the case of a chain, “If you increase the tension on the chain you can break it at its weakest link and you then know which the weakest link was. But the tension did not create the weakest link.” It merely manifested it Probably this is the reason why some times it is suggested that hypocrisy often make sense in its self-design, “doing what you have always done is necessary in short-term adaptations. Doing what you have never done is necessary in long term adaptations, and both need to be done simultaneously.” (Weick 1977:42).

(iii) Self design requires inefficient acting
Many times the less efficient organizations could be more adaptable than 

More efficient organizations. Infact if inefficiency is iterative, i.e. ways of being inefficient are reshuffled, then it is possible that through self-design they would discover capabilities that they had overlooked before. However one should not make a virtue of inefficiency because many of the contemporary organizations could find self-design almost impossible because they live in a climate of accountability, “within such climates variability is treated as noise, significant changes are nuisance and unjustified variation is prohibited.

(iv) Self-design benefits from the superstitious acting

The implication is through these persuasions even behaviour is randomized in such a way that fixed patterns of behaviour which could have been advantageously used by adversaries are not manifested.



To conclude the self-design involves some very different managerial actions including “the management of anarchy, an encouragement of doubt, the fostering of inefficiency and the cultivation of superstition”. The purpose is to have an organization that allows processes to continue into future through a conflictive interactive paradigm in which people doubt, conflict, interact, seek validity through negotiations and ultimately move on to the next. Problem when this process is again repeated. Obviously such organizations are slow but their strength is in their processes which cannot be contained in any standardized structure. 




In a developmental organizations some of the assumptions given below will help us in improving this framework.

(1) Different developmental programmes require involvement of more than one organization.

(2) Different organizations use different resources in varying combinations. These resources are not optimally utilized within any particular organization.

(3) To generate optimal use of various resources there will be a need for inter-organizational networking presuming that resources belonging to one organization may also have uses in another organization.

(4) Since boundaries of organization are loose, porous and overlapping use of one organization’s resources by another organization will not most likely disturb the respective balance sheets.

(5) Because various organizations belong to the public sector, they have certain common linkages at higher level. The various coordinating platforms at state and district level provided them opportunity for adjusting their boundaries.

In case of information as a resource, this framework is highly applicable because information exchange among public sector organizations is quite evident and smooth and has widespread implications such as:

(1) Planning for achieving any developmental objective would have to incorporate progressive resolution of conflicts between not merely goals of some organization but also those of different organizations.

(2) Levels of preparedness required to deal with uncertainties being very high, one cannot subjugate rules making process to accountant and clerks, i.e., the executives will have to show the ways by getting round the rules to achieve any particular goal that one thinks serves a better social purposes compared to other goals sacrificed in the process.

(3) It is possible that above framework of conceptualizing self-design organizations with developmental objectives may appear to caricature Indian realities quite closely. However as is inherent in the self-design concept no best solution or structures can be suggested as ideal for all situations. Infact any ideal solution would involve standardization which discredits local experimentation and learning. In Governmental organizations this implies recognizing the limits as well as opportunities imposed by different ecological contexts within even if policy is same there is no insistence that implementation be also similar.

Building self-design capacities therefore implies accepting a value that it is not 

enough to be involved in designing an open organization but also one should look doing so Continual self-criticism is the basic tenet of this framework.



If there is no consensus on the way development has to be achieved, should not one appreciate the absence of consensus within developmental organizations? The difference only is that self-designing organizations are the instruments through which society at large expects some of the contradictions to be resolved. We have argued here, how many of the constraints become opportunities when problem-solving context is changed from compliance to deviance, standardization to experimentation, from consistency to irrationality. 
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Self-designing in loosely coupled developmental organization: Review of Alternative Perspectives:



One of the most important questions which is often answered very vaguely is, to what extent a bureaucratic organization compares with the rational bureaucratic model and how tightly these organizations are structured from the point of view of innovation, creativity and change.



The traditional view of organizations as goal achieving and goal driven entities has accorded key role to the goals and their definition by members of organizations. (See Table-1). However, those who are familiar with the working of public developmental organizations would not find these assumptions valid. In fact, the rural environment is not only unpredictable in many parts of country, but also the interlinkages of effects of change in one sub-system of economy over the other sub-system cannot be easily identified, or measured. Following questions arise when one tries to match the traditional theories with the problems of current practitioners.

1. If it not necessary to insist that these should be high level of consensus about the goal, how does one make a pragmatic shifts from goal, how does one make a pragmatic shifts from goal based to goal free structures.

2. If the image of these organizations as rational and bureaucratic system is inappropriate; what are the norms of rationality that bureaucracy follows, and further, whether these norms vary in co-operative, federations, societies, companies and other forms of organizations.

Table-I

Perquisites for goalbased planning

1. A keystone role for goals* in the planning process a clear understanding of an organization’s goals or mission is an a priori condition for rational planning. Tradition views organizations by definition as goal-achieving, goal-driven entities.

2. A sequential, rational process that allows the planner and the organization to build upon preceding steps.

3. Fidelity in communication across hierarchical levels in the organization and adequate coupling among planning process steps that (a) facilitate consensus about goals, (b) allow cumulative goal building across organizational levels, and (c) provide for understanding of intentions so that these can be reflected in individual and subgroup actions.

4. A comprehensive information base on which the planning can proceed, including data on internal and external impact factors that will allow decision makers to assess alternative courses of action.

5. Reasonable confidence in the predictability of events. Most planners assume that planning cycles can safely span a few years, if they are viewed flexibly and adjusted periodically.

6. Effective evaluation of the extent to which the plan is achieving the organization’s goals. Without this date, operational plans cannot be modified to attain stated goals, or the goals adjusted to reflect more realistic performance standards. (Clark 1980)

____________________________________

*
Goals or objectives or purposes come in a variety of forms; this variance reflects differences along several dimensions, including at least:

1. Explicit-Implicit: The extent to which the goals are expressed and sanctioned formally by many organizational members.

2. Consentient-Dissentient: The extent to which goals are understood and shared by all organizational participants, singly and in sub-groups.

3. Substantive-Procedural: The degree of focus on organizational products or on processes.

4. Nomotheic-Indiographic: The extent to which goals are dominated by 


Institutional; or by individual aspirations.

5. Concrete-Abstract: The extent to which a goal is operational in its definition; the degree to which it can be employed effectively in defining organizational activities and setting the bounds of organizational evaluation.

6. Certain-Emergent: The extent to which flexibility is tolerated in positing goals, i.e., the willingness to assume uncertainty about achievement until activities are tried out.

3. How does one discover an operating goal of an organization so as to adopt ones own style of decision making and develop systems in the organization that helps him to make his value preference about different goal alternatives explicit. Several theoretical alternatives have been proposed to answer these questions.

We will briefly discuss these models and their relevance with the developmental organization. The mod is are as follow:*

I. Loosely coupled system

II. Organized anarchies

III
Natural selection model

IV
Marxian and dialectical view

V. Collectivist perspective

VI. Organizations as Clans & Market place 

VII. Institutionalized organization

Loose coupling implies the following:

1. 
“Loose-coupling in organizations is represented by the fact that the actions generated by one agent or element  in the organization bear little predictable relationship to the actions of another element or agent"”(Salancik, 1975)

2. Individuals referring to loosely coupled systems may have in mind such diverse situations as: “Slack times-times when there is an excessive amount of resources relative to demands; occasions when any one of several means will produce the same end; richly connected network in which influence is slow to spread and /or is weak while spreading; a relative lack of coordination....; a relative absence of regulations; planned unresponsiveness; actual casual independence; infrequent inspection of activities....; delegation of discretion” (Weick, 1976, p.5).

*
For details see Clark David (1981). A sample of alternative perspectives and models


for viewing educational organizations in Clark, Me Kibbin, Malkas (eds) in Clark, et.al, 1981 (eds) Alternative perspectives for viewing educational organization. 

3. Loose coupling suggests that the stimulus-response patterns found within most organizations are seldom direct or immediate instead, they are most often gradual, eventual, occasional, indirect, or ceremonial (Weick, 1980)

4. Loose coupling is not a system breakdown in need of repair. As a characteristic of organizations it is sometimes dysfunctional, some-times functional. For example, loose coupling might enable one sub-unit of an organization to be responsive to environmental changes while the rest of the organization remains stable; it might provide the organizational inattention requisite to creative behaviour; or it might isolate breakdowns from other portions of the system (Weick, 1976). Conversely, it may inhibit needed adaptations by reducing pressure on the organization as a whole; may reduce the likelihood that signals of impending failure will be transmitted at crucial points; or may protect incompetent individuals and submits by isolating them from the attention and control of colleagues. But the point is that variations in the strength of coupling are found in all organizational systems. Once this cariable is called to ones attention (i.e. once one is able to reject the axiom that all systems are or should be tightly coupled all the time), one can begin to understand organizations and organizing.

Implication for developmental organization:

When one says in an organization left hand does not know what that right hand is doing, probably the inference could be that the complexity of task is so high that is not possible to co-ordinate at all levels of task performance. For example, one division may know what other divisions are supposed to be doing, they may not be actually aware of what it is doing. Very often, this also leads to different sub-sets of an organization couple with different organization. For example, in a dairy organization the procurement machinery may couple itself with transport and credit organizations, the processing and marketing may find these linkage totally irrelevant and instead they couple with some other organizations such as market networks, chain of distributors media and such other system. Thus loose couple affords an organization opportunities for exploring such linkage with other organization. NDDB Model of Amul type dairy explicit preclude any nexus with credit delivery system. In fact, tight coupling also distorts the perception of environment by different subset of an organization.


Thus in loosely coupled organization one might find examples of (1) independence rather than interdependence among units; (2) Processes that seem disconnected rather than linked; (3) actions isolated from consequences; and (4) individuals who function with little or no supervision:

Organized anarchies: 

Cohen, March, and Olsen (1972)

Coined the (term) organized anarchy to describe organization, that consistently defy portrayal as ration bureaucratic systems.


Organized anarchies are characterized by:

a) Problematic preferences. “In the organization it is difficult to impute a set of preferences to the decision situation......It discovers preferences through action more than it acts on the basis of preferences” (Cohen, March, and Olsen, 1972, p.1).

(b) Unclear technology. “Although the organization manages to survive and even produce, its own processes are not understood by its members” (Cohen et al., 1972 p.1).

(c) Fluid participation. “Participants vary in the amount of time and effort they devote to different domains; involvement varies from one time to another” (Cohen et al., 1972 p.1).

2. Some of the activities of all organizations some of the time will display the properties of organized anarchy. “They are particularly conspicuous in public, educational, and illegitimate organizations” (Cohen et al., 1972 p.1).

Decision situations in organized anarchical settings frequently do not resemble orderly problem-solving configurations. Rather, they are often “sets of procedures through which participants arrive at an interpretation of what they are doing and what they have done while in the process of doing it” (Cohen et al., 1972 p.2). This has led the Clark to characterize such situations as collections of:

(a) Choices looking for problems.

(b) Issues and feelings looking for decision situations in which they might be aired.

(c) Solutions looking for issues to which they might be the answer.

(d) Decision makers looking for work.

3. These features lead to the image of choice opportunities as garbage cans in which the mix of “garbage” depends on the flow from several comparatively independent areas of input: solutions, problems, participants, and the choice opportunities themselves.

Implications:

District level organizations are often characterized by such pattern. In fact, 

anybody attending a district level coordination committee meeting would be amazed at the variety of problems a district collector is called upon to resolve within the loose boundaries of collectorate and its control on other organization. In a marketing organization, when one finds different branches showing their own preferences for the opportunities existing in the environment one often ascribes this to lack of strategy or inefficient control system. However, many times the location of branch at a particular place is selected not necessary to serve the interest of the organization but to satisfy a local political demand. It is inevitable that such a branch should translate this demand into action even if, in the process, contradicting organizational goals, as perceived by head office. Infact, regarding organized anarchy, March (1972) noted that; “One of the primary ways in which the goals of an organization (can be) developed is by interpreting the decisions it makes”



Furthermore, technology and fluid participation both beg for flexibility in the design of programmes elements, arguing against the success of programmed implementation strategies. Organized anarchies could also be a response to an extraordinary turbulence in environment in which any tightly structured programme is bound to fail. Incentive system/marketplace model. Barnard’s view that organization exist for individuals in it an not so much for the users of the organization probably was the description of an organization that derived its legitimacy not from the services or goods its provide but from the employment of some people in it. Further, different people have different incentives to participate in organizational processes and in a market of incentives the trade offs between one’s own gains and that of organization are arrived at through loose exchange mechanisms. This leads to such a behaviour in the organization that power of an individual is function of his capacity to contribute incentive (one or many) to different people in the organization disproportionate to their shares.

Implications:   


Very often in a developmental organization when budget cuts have to apply they affect clients, first and only rarely the members of the organizations.



The predominant motive for actions has been minimizing disruptive change for those for whom organization exist- its employees. This helps in understanding how many times the organization that receive international aids are seen to be making some such choices that might appear very contradictory to the larger social purpose of the organization. However, when one relates to the incentive available to those who matters such as visits to foreign countries, such distortions become comprehensible.



Likewise, dependence of an organization on various sources of grant/aids generates dynamics of such a type that people operating grants with liberal provisional become more powerful than those with stringent provisions. The leeway in these provisions infact is determinant of discretion that people have to exchange with each other.



The market-place model can also be understood by assuming that if different subsets of an organization have varying internal and external resources at their command the exchange market reflects the value different resource uses have in the organization. For example, if a production manager of an organization has to visit some of the outstation organizations it is quite possible that he may draw upon linkage of marketing organization with different people and organization at that place. The most intriguing part of the model is the process through which people select one incentive as against another without revealing any consistent patterns.

Natural Selection Model:



The basic thrust of this metaphor is that like in living system, in population of organization also the rule ‘survival of the fittest ‘operates, that is, an organization evolves through the process of variation, selection and retention.

1. Evolution is the result of the processes of variation, selection, and retention. 

2. Variations that are unjustified rather than rational are emphasized in evolutionary theory. An “unjustified” variation means simply that it is untested. The variation will be generated and tested and might then be labeled justified or rational.

3. Evolution is essentially opportunistic. Variations are selected that lend themselves to short-term adoption.

4. Selection criteria are numerous and vary from time to time, from organization to organization, from unit to unit within a single organization. “Furthermore, decision makers in organizations intervene between the environment and its effects inside the organization, which means that selection criteria become lodged more in the decision makers than in the environment” (Weick, 1979, p.125).

5. Retention is obviously the evolutionary process opposed to variation. “In complex systems, the majority of the mechanisms activated at any time to curb rather than promote variation” (Weick, 1979, p. 123).

Implications:

The aberration organization from are frowned upon at times without taking the risk of supporting them and testing their possible efficacy.


The advantages of this model are that it helps in understanding historical perspective in which an organization evolves. However, disadvantage is that it alludes a false rationality to the social selection processes and ascribes morality to the market forces.


Knowing the fact that development organizations are designed not to die it is difficult to conceptualize their survival and growth as per the natural selection law. What, however is understandable that redundant function through prolonged disuse may be dispensed with so that organizations capacity to cope up with risk is reduced to greater extent. Another implication is that it provides the rational for a very short-term view of decision making to arrive at long terms adaptive fit with the organizations.


Thus, while evaluating any action of development organization one would draw contradictory inferences depending upon the time framework in which to discount various returns.

Marxian Perspective:

Marxian analysts argue that traditional organizational theory emerged from and reflects the ideological belief system of capitalism. Hidebound (1977) suggests a few implications of an alternative view based on Marxian categories:

1. Organizations, like other social structures, must be studied in terms of the historical processes that gave rise to them so that the potential contradiction between established organization and the organizing processes become visible.....

2. The viability of social structure should be measured not so much in terms of the duration, temporal stability, and growth or size of its submits such as organizations, but in terms of the rate at which they are generated and the rate at which new forms are emerging or old forms are disappearing...

3. Treating organizations as integral “actions” or “in action” is an abstraction which hides the specific constellation of groups and actors within organizations and mystifies the specific interests which different groups and actors have in the shape and output of organization...

4. Organizations vary in significant ways in the extent to which structural contradictions have already developed within the both qualitatively and in the extent to which these contradictions have become conscious to the participants.

The major advantage of this perspective is that it makes it possible to relate the 

forms or organization with the structure of society. For example, sometimes when planners argue that development organization should concentrate only on viable small farmers as their target group by implication they suggest that non-viable farmers would be allowed to be taken care of by the market forces. This also has bearing on the type of conditions an organization will impose on the participation of clients in its functioning. This framework also helps us in understanding, why some innovations in organization are called successful while other failure. 

Dialectical view: 


The dialectical view, an extraction of Marxist analysis, is “fundamentally committed to the concept of process... Theoretical attention is focused upon the transformation through which one set of arrangements gives way to another” (Benson, 1977, p.3). The principles of dialectical analysis are:


Social Construction/Production

Relationships are formed, roles are constructed, institutions are built from the encounters and confrontations of people in their daily round of life.

Totality

...a commitment to study social arrangements as complex interrelated wholes with partially autonomous parts.

Contradiction

The social order produced in the process of social construction contains contradictions, ruptures, inconsistencies, and incompatibilities in the fabric of social life. Radical breaks with the present order are possible because of contradictions.

Praxis

...(is) the free and creative reconstruction of social arrangements on the basis of a reasoned analysis of both the limits and the potentials of present social forms......Dialectical analysis contributes to this process in part by dereifying established social patterns and structures—points out their arbitrary character, undermines their sense of inevitability, uncovers the contradictions and limits of the present order, and reveals the mechanisms of transformation. (Benson, 1977, pp.3-5).

Implications:



In terms of Argyris this view encourages organizational insurgency i.e.changes from within by aligning with forces outside the organization in the society. This view will provoke the decision-makers to continuously ask the question who benefits.

Collectivist Perspective:


During the last several years, interest in collectives as alternative institutional forms has increased. In education, collectivist alternative schools have appeared-although the alternative schools movements as a whole has adopted a generally conservative form, most often within the public school organizational framework. The following ideal portrayal, quoted from Rothschild-Whitt  (1979, p. 519), suggests some outer limits of a collectivist-democratic form that might be adapted for use in developmental organizations:



Ideal Depiction of Collectivist-Democratic Organizations



Dimensions



Characterization

1.
Authority


1.
Authority resides in the collectivity 







as whole; delegated, if at all, only 







temporarily and subject to cecil. 







Compliance is to the consensus of 



The collective which is always 



Fluid and open to negotiation







.

2.
Rules



2.
Minimal stipulated rules; primacy





of ad hoc, individuated decisions; 







some calculability possible on the 







basis of knowing the substantive 







ethics involved in the situation.

3.
Social Control


3.
Social controls are primarily based 







on moralistic appeals and the 







selection of homogenous 







personnel.

4.
Social Relations 

4.
Ideal of community. Relations are 







to be holistic, personal, of value in 





themselves.

5.
Recruitment and 

5a.
Employment based on friends,

              Advancement.
 

Social-political values, personality 





attributes, and informally assessed 





knowledge and skills.








5b.
Concept of career advancement not









meaningful; no hierarchy of









positions.

6.
Incentive Structure


6.
Normative and solidarity 








incentives are primary; material 








incentives are secondary.

7.
Social Stratification 


7.
Egalitarian; reward differentials, 









if any, are strictly limited by the 









collectivity.

8.
Differentiation 


8a.
Minimal division of labor: 









administration is combined with 









performance tasks; division 









between intellectual and manual 






work is reduced.








8b.
Generalization of Jobs and 









functions: holistic roles,









Demystification of expertise:









Ideal of the amateur factotum.

Implications.


In developmental organization may of the above features such as regarding rules, recruitment and advancement etc. will be quite evident. The major thrust of this prescription is that it is not necessary that all the subsets of organization should manifest all the features in every part. While many of these idea appear utopian the interesting issue is that organizational leaders sometime precisely accept these ideas to prevail in practice.

Organizations as Clans


Ouchi (1980) contends that when performance ambiguity is high but incongruence on goals or objectives is low, the most efficient and effective basis for organizing is probably the “clan”. Clans are characterized by Ouchi (1979) as displaying:

1. Agreement among members on what constitutes proper behaviour.

2. A shared idea of legitimate authority often grounded in traditional rather than rational forms.

3. An information system contained in rituals and ceremonies which reflect the beliefs and values of the organizations.

4. Stable staffing patterns.

5. Selective recruitment; intensive socialization; ceremonial forms of output and behaviour control.

Implications: 

Institutional organizations, Meyer, Scott & Dill suggested that are motivated by conformity to institutional rules rather than the pursuit of their business instruction. Implication is that in some organization output is given less importance than process and proprietary of achieving these output.

Summary



In the above discussion range of alternative perspectives, from which one might address the developmental organization, have been presented.

1. Loosely coupled system- Organizational functions often assumed to be sequential and responsive (e.g goal setting operating activities) may, infact, be neither sequential (activities may precede goals) nor responsive (activities may not match goals).

2. Organized anarchies- Schools, colleges, and other educational agencies display problematic preferences, unclear technology, and fluid participation. They seldom solve problems and, in most instances, would not know if a problem had been solved.

3. Incentive System paradigm- Personal satisfactions and rewards supercede organizational goals/purposes in determining organizational actions.

4. Natural Selection model- Most changes that occur in educational systems are short-term adaptations, untested, opportunistic, based on idiosyncratic selection criteria.

5. Marxian Perspective- Organizations, organizational forms, and the structures employed to study them are creatures of the historical processes that gave rise to them. Many of the structural contradictions in educational organizations are over-looked because they support pervasive social values.

6. Dialectical View- If structural elements of educational organizations can be doreified, they can be examined for what they are organizational variables, alternative structural characteristics optional organizational forms.

7. Adaptive implementation- In most organizations most of the time programmed implication of innovation will fail because they are not responsive to the school and developmental organization context.

8. Collectivist perspective- In many organizational submits and ad hoc groups in educational and developmental organization, authority resides in the collectivity; social controls, relations, and organizational rewards are primarily personalistic; and the organizational status structure is egalitarian. 

9. Organizations as clans- The clan concept may best explain the maverick urban school elite graduate school and similar development organization. The process of socialization is the source of control. 

10. Institutionalized organizations- Schools, colleges and development organizations can be better understood if one assumes that their success depends on their ability to conform to social or institutional rules rather than their ability to enhance student and client achievement.

On the basis of above discussion one can appreciate the options that are available for building self-designing capabilities in the organization.

The basic concept of self-design implies redefining continually the inventory of constraints and opportunities such that people at various levels draw their own preferred judgements without necessary waiting for instructions from above. Self-designing system is not merely a decentralized system in which case the decision may be taken at lower level but direction came from above. It is a system which relies on the strength of participation process that are continually reinforced through explicit signals about the validity of organizational values in an inter-organizational framework set in a given social context with acknowledged contradiction.
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Discussion Note-IV

MONITORING GENERATES DESIGN-1

Key Issues


1.
In an ongoing organization, when one realizes that certain structural alignment o
 tasks are not as functional as they could be, how does one intervene?

2. How to trigger structural change, if they are must in an organization having multiple control (i.e. several constituencies to serve and several claimants to its resources)?

3. What role does monitoring play in emergence of new design

*
Who monitors what, when and how

*
Whether the seeker of information has authority to make multiple and contradictory 
interpretations of data?

*
Can he distribute these interpretations openly to various people within and outside organization?

4.
How to work out logical structural implications of various monitoring instruments and indications?

*
The politics of espoused indicators and actual indicators

*
The trade off between acknowledging or not acknowledging the signals emerging in the environment lest one has to openly confront dominant strategy of an organization.




  *
Can a subset of an organization trigger changes in its structure withouting insisting on change in the structure of the entire organization?

5.     How to monitor changes in design ensuing on account of delivering different 


signals than before?

*
Book keeping of design transaction (every change will trigger equal and opposite reaction)

*
Is it necessary to catalogue data in ‘who wins who losses’ category, or is it possible to say who contributed or who did not in the design changes?

6. In developmental commercial organization some of the questions that would arise are:

Whether

*
to have each product as a profit line

*
each branch should be viable

*
each delivery channel should be viable

* 
to procure large quantities from few people or Vice-versa

*
whether to supply large loans or quantities to few people or vice versa

*
whether to plough emerging surpluses in the development of products required by elite consumers or poor consumers

*
 to diversify into service sector, (by providing more services to existing customers?)


or in manufacturing (to produce more goods for the same set of clients-range of products)

or in direct market development (to invest in projects leading to increase in productivity, surplus and purchasing powers)

*
to achieve viability in short term or long term (say in 5 years or 15 years)

*
to reduce costs and increase losses by including more and more non-viable clients who can neither meet entire cost of the product or service nor can be totally ignored because of social implications? One often hears an argument in development management circles hears an argument in development management circles that

(a) to use various given management techniques most efficiently, one should aim at profit maximizing viable organization

(b) If viability depends upon dealing with customers who can bear the market cost of goods, then only such viable clients, should be brought into organizational fold

(c) If any contradictions emerge in following such a policy, organization should either move to safer, richer ‘riches’ (spatially) or insulate it somehow from the disaffected section by promoting strong lobbies or colitis of existing viable clients to counteract politically the efforts of non-viable clients.

One of the most serious paradox which concerns developmental organization is

how to discredit the notion that organizational viability is a linear function of customers’ viability (Gupta 1981). In other words, is it necessary that organizations can be viable only if they deal with viable clients. How do the public sector organizations resolve this dilemma. We will discuss below some of the monitoring devices which generate structures of specific type in developmental organizations.

1. Profit & Loss Account
Many times while overall prices are fixed by the government of both inputs a

well as outputs with very little maneuverability, the organizational performance is measured on profit and loss account. The implication being that organization shift its priorities towards such elements in its portfolio which are low cost high turnover or which help up in ranking high on profit & loss account. For example, in a tribal corporation, insistence on higher catch of fish per reservoir raised the dilemma whether to involve non-tribals in the fish collection and thus improve the performance of P & L account or let the target group, i.e. tribals continue with the fish catch no matter with low ranking on P & L account.



There are several other companies which begin with services or products aimed at socially weaker sections but after finding more and more insistence on P & L account by their monitors shift towards less socially relevant activities but more profit earning enterprise. In case of command area development corporation, a similar dilemma is faced when an issue arises whether to recover the entire cost of providing water from small farmers and if so will the poor farmer not opt to quit the programme thus defeating the objectives of the organization. One of the ways in which non-profit organizations can overcome this problem is through the method of piggybacking, i.e. recovering the cost of socially desirable non-profit items through simultaneous operation in allied market dealing with different target group to generate high profits. However, the disadvantage in this approach is that very often the increasing profits from non-priority activities lure the best people in the organization towards these activities with the result commitment to pursue the main activity goes down.

2.
Deviance Vs Compliance 



In a bureaucratic organization it is inevitable that the jungle of rules would create hurdles in the way of any person who wants to achieve results fast.



 Basically the purpose of bureaucracy is to provide standardised information through various levels of organization so that those whose capacity to scan environment, collect data and draw inference is limited do not work at cross purpose. Particularly at lower level in hierarchical system it can be argued that ability of people to deal with ambiguities will be low, unless one provides some interactive forums where they can check their doubts with each other and thus correct each others impressions.


Deviance from the rules could be both with good intention of helping the target group or bad intention to have either some personal advantages to oneself or to favour some clients. Very often the deviation in general is questioned and reprimanded. Several forces operate to cause such a phenomena such as: one) Those who despite deviations cannot achieve better results, feel jealous and creates hurdles in the path of persons who have succeeded. Second) those who do not want to deviate and thus achieve a spectacular performance consider deviation as a reflection on their lack of performance.


The task of the organizational leader is to identify such deviants and reward them for the credit that they bring to the organizations and punish them for breaking the rules. To balance both the processes is not very easy (Matthai, 1982: p.c.) one of the ways in which this could happen is by isolating the well-intentioned deviants from the ill-intentioned deviants. Further after isolating positive deviant characters they could be provided a niche where compliance is not a necessary condition and where creativity is the only parameter of performance evaluation. The structural implication of monitoring of deviants is that organizations will have to be so loosely coupled that process in one subset do not very much affect processes in another subset and the controls are also designed at local level.

3
More of the same
As mentioned in earlier note the quantities do not generate design. They merely 

Make the pattern apparent. Many times organizations give more importance to monitoring what can be easily measured e.g. the quantity of milk collection or fertilizer distributed or equipment sold or loans disbursed. Questions which have bearing on the distributional impact of the quantities are not given any importance, with the result organizational members become insensitive to the problems of distributive justice. For example, a national apex organization in dairy sector insists that every dairy union in the country receiving aid from this organization maintains minimum viability norms for various collection centres or collection routs. The implication being that a route not viable in terms of collecting per litre of milk less than the price realized the booth should be closed. Thus, regions where population densities are low and average milk yield is also very less such organizations might not like to set up their collection network. Interestingly, one State Dairy Development Corporation (which ultimately had to become Federation under the command National Dairy Apex Organization) opposed this monitoring index. The Chief Executive of this dairy organization insisted that in view of the larger social interest it could not ignore the routes or the regions which from the point of view of viability were not eligible to get selected but because of the prevalent poverty conditions deserved attention (Aurora 1982; p.c.)



Likewise if banks monitor only the credit deposit ratio in terms of amount without bothering for number of accounts, it is inevitable that give less accounts of larger amounts rather than vice-versa. And even if under social pressure organizations have to participate in low profit investments (such as IRDP advancement) they may not be provided sufficient manpower or resources necessary for servicing these accounts.

4
Replicating Success
Many organizations adopt the policy of monitoring success and attempting to

replicate the outcomes without precisely isolating contribution of various variables in the success. Organizations which do not distinguish contribution of internal and external resources in the performance may reinforce the structures that give less premium on individual effort and more premium on working out coalition or networks with extra organizational dominant forces so as to ensure their advancement within the organization.



Therefore it is essential that whenever cases of success are noted multiple perspective by some who acknowledge success as well as some who do not may be generated so that a balanced emerges. In the absence of this method the reasons for success will be misinterpreted generating different type of structures in the organization.

5 Centralisation Vs De-Centralization 
It is very important to monitor the use of delegation. Prof. Matthai suggests that to institutionalize participative culture it is very essential for decision makers to throw back issues to the people at lower level whenever a reference is made to the top for problems for which discretion exists at lower level Resolving every problem referred to them will end up with top decision makers taking all the decisions himself. Thus while structure is decentralised the decision making gets centralized. On the contrary by monitoring how many times a decision-makers exceed their mandate to achieve results one can structure loosely coupled working condition where deviance is not a very big sin. It may however be mentioned here that by and large those who succeed in public sector organizations acknowledge the need of going round the rules repeatedly.

6. Monitoring Through Organizational Clients
May times the organizational structures are designed on the premise that most of the relevant information about the organizational performance is available with the members of organization. Major limitation of the conventional theory is that it uses variable like environment task, structure, size etc as defined by the members or the sponsor of the organization. Our contention is that very different type of signals will emerge if people contention is that very different type of signals will emerge if people outside organizations are also involved in monitoring. One of the ways in which it is tried is to give post free reply cards to every customer so that he or she could communicate the reactions or feedback to the people who matter in the organizations. However in society with large-scale illiteracy, only a simple model of feedback system might work.


Apart from this one can also institutionalse the participative machinery in such a way that organizational design becomes socially more responsive. For example in a State Dairy Development Federation the executive who was responsible for milk distribution in a city through a large number of booths found out that lot of leakages were taking place during the delivery of milk. For example at some booths milk was being taken out of the container and plastic bags were resealed. It became more and more difficult to supervise all the booths in the morning as well as in the evening. To avoid various malpractices; A suggestion was made that in various housing societies consumers could be persuaded to have their own distribution network. The idea was that by monitoring the performance of delivery system through people, a new structure will emerge in which people will be responsible for the efficient and accurate distribution of the commodity. In this connection it should be emphasised that it is not that monitoring through people would always be beneficial, it is possible that if the organizations monitor the performance only through the better off clients they would get only one type of signals. Therefore, the process of validation of data by excluded people should also be built within and between organizations sot that the feedback channels can expert a pressure on the structure.


The major argument in this note has been to suggest that monitoring is not merely collecting data; it also involves giving signals in such way that structures become redundant or various redundant structures become active. As mentioned in the beginning in an ongoing organization the only way one can conceptualise large-scale re-ordering is through the monitoring- monitoring of and monitoring by the organization.

Note:1.
Case on Haryla Zila Dugth Utpadak Sabkari Sangh illustrates how in the period 1972-1982, changes in the monitoring system at central state level resulted in different type of structure.

2. Case on Fair food industries shows how different monitoring system in Bakeries and Beverages division resulted in strikingly different structures. 

Discussion Note: V

Monitoring Generates Design – II: Managing Context

1. Monitoring Context leads to expanding boundaries, the content monitoring will always constrict them.

2. Boundaries define the distinction between context and content. (Davis, 1982).

3. One can not monitor boundaries of propriety or performance just like one can’t measure the boundary of light. (If a thing is invisible, or light does not reach a point, it is as much the problem of medium there which light travels. By saying light does not reach, we are avoiding the saying that we don’t let the light come).

4. Boundaries exist because people enter organization to legitimise their individual roles, yet they are not the cause but effect of the way context/content is monitored.

5. In developmental organizations, when the goals are ambiguous, boundaries diffuse and fluid, it is not justified to expect task boundaries not to have similar characteristics. Rather, the content of a structure transcends the boundaries, it is defined by the context; what is does not have inside helps in understanding what it has.

6. “By definition, organization always large behind the strategy. You have to know what it is you want to do before you can know how to do it....all organizations are created for business that either no long exists or are in the process of going out of existence.”

Organizations are incomplete vessels, one puts meaning into their forms and

Content. But one is not alone. Forces in society are also active and thus when one’s design fails, one complains that organization did not respond to one’s expertise, but one should have asked, how did one conceptuase the play of social forces while forming strategy. 

7. ‘Successful strategy self-destructs’. By monitoring performance, you have realized what happened and so it is no more uncertain. To that extent future does not exist and strategy needs recasting.

8.
“By definition there is no organization whose culture, structure, system and people are completely appropriate for its strategy.” 

9 Michaelangelo did not believe figure did not exist in stone before he started to sculpture. He in fact, sought the figure that existed in stone before he touched. The context unfolds, the content always decays

10 “People who identify problems generally identify themselves as problem solvers.” When they fail, they enlarge the problem, magnify it’s complexity to save themselves from embarrassment. Organization designed to solve problems have interest in keeping problems alive, else they too would become redundant.” 

11 “All meaning is retrospective.” But does existence precede essence or follow it? How an egg becomes a chicken that can lay another egg is more important than which came first. The process if monitored leads to emergence of alternatives, the monitoring of impact merely devides the capital already accumulated between losers and gainers, it does not add to the capital base.

12 a) The incremental changes don’t help in monitoring the flow of a strategy.

b) Being comfortable with contradictory formulations (thesis and antithesis) is the only path to resolution in a larger synthesis.”

The paradigmatic shift requires discrediting assumptions, the one which brought one credit so far. Monitoring of flows and conformities these assumptions, builds resistance to acknowledge blunders. 

13. Education is not enlightenment.

14.
“If necessity is mother of invention, the abundance is mother of discovery.”



“If invention is conceived in scarcities it is raised in secrecy. Its value often lies in its possession, measured as an absolute hoarded and protected. This orientation would be inimical to spreading a new strategy, a new culture, a new context. Competitors can imitate inventions, they can’t imitate discoveries.”

15. The physical particles loose their essence if they don’t move. What defines their structure- the motion –the context or the content of the particle? Dynamics is what is monitored and what is not, designs is an aftermath.

Discovery is beforemath. You dream a shape of future which will no more be true, the moment it is realized.

Only reason to study developmental organization could be that they are so fluid; so fuzzy; so inefficient; that scope for paradigmatic shift is maximum.

To a ship set to sail on a set course, you can merely add a bit of speed or endurance; to a rudderless boat, you can give direction. Things in many public sector organizations, interestingly begin from below; structures are evolved, bureaucracies are created and their faith in the system repels any effort for incremental change.

Professional managers can probably help discover the newer contexts for their relevance by not monitoring boundaries, but by going out of them to understand the social context of organization: the society, stratification and possibilities of building commitment with some of its sections for whom organization is intended.

When a king announced a problem that of shortening a line ‘A’ without rubbing it, he had challenged- the people to discover the context.












A

B

Rightly so, the answer by a wise person was to draw a bigger line (B) opposite.



The monitoring of context is a relational model of generating design. It does not begin with organizational charts. It looks at what happened between the structures that came about, and that did not, besides focusing on structures that exist but are not known, that have been invented but not discovered.

Reference:
1. Davis Stanley, M. 1982, “Transforming Organizations: The key to strategy is context Organizational Dynamics (Winter) pp.64-80.
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Draft Exploratory Note No.6
How to allocate resources in a multi-branch organization: An issue note: 

Premises/Myths
(1) Individuals exist in the organization to achieve organizational goals.

(2) Organizations have some goals which are unambiguous and open to single interpretation.

(3) Change in the organizational goals lead to changes in goals of individuals.

(4) It is possible to have similar goals for all the branches of an organization.

(5) Each branch tries to optimise its resource allocation efficiency vis-a-vis same set of goals.

(6) Performance of branches and people in them can be appraised on same effectiveness parameters that are equally relevant for HQ and each of the branches.

Alternative View is: 
(1) Each Branch is set in a time at a location having specific resources internally.



(IR = manpower



      = Infrastructure



      = experience--age of branches


--experience of personnel 

  

      = capabilities (ER), i.e., market endowment










: governmental support system









: Physical infrastructure 









: other organizations









: companies/collaboration









: nexus with other system (a 









  function of times and status of 









  people in organization)

If the goals are singularly defined in terms of targets; time and cost at which to achieve these targets, then pricing of input/output ratios of each will have to be similar. However, the rate at which internal resources of a branches are utilized in terms of cost effectiveness (range.) will depend much or IR/ER

=
If IR/ER at point T1 and location L1 is different from IR/ER T1 and Location L2 how to evaluate these ratios measured by similar parameters say, sales, production, profit etc.?

Problem A
=
IR/ER of Branch X at T1 at L1 vis-a-vis Branch Y at T2 at L2 etc.- how to rate these branches?
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High IR/ER  






















Low IR/ER





IR/ER ratio is the proportion in which internal resources are utilized vis-a vis external resources. 

Following issues emerge from above matrix:

(1) Some location-different branches




In a banking organization the old branches set-up before would have filtered some of the bad creators and thus this information could be made use of by a new branch. The risk of financing new borrowers will be perceived differently in an old and new branch.




The time advantage can also be seen in terms of new branch which would face less uncertainties at the same location were an earlier branch by processing market data would have made available some standardized information. On the other hand, old branch would have an advantage that due to location and timing of its setting up it may have built already a net work of clients it cannot disown. Also while demanding resources from head office because of its possible higher rates of growth in the earlier period, it may be able to get the resources easily compared to a new branch.




There is also possibility that if the market is growing only now then a new branch because it does not suffer from any incapacitates of past may be able to show higher growth rate and thus get more resources from head office.

(2) Different location-different branches  

Why some IR/ER ratios are preferred and not other could be because of optimal 

efficiency curves worked out for branches which are located at better endowed place. Per Unit cost at different but also because of size and time. Therefore, allowance will have to be made while monitoring branches for these variables.

(3) Turnover: Cost Matrix

Different branches may have different levels of turnover of low mean price item

or high mean price item. In other words, the activities which are low cost, but have high turnover may be preferred by some branches as against high cost and low turnover. Sometimes a branch may not have the choice. For example, a branch that has too may of current accounts with very poor fund flow may be spending so much time/cost in maintaining books and accounts that servicing of other may deteriorate. In another branch despite better deposit base its capacity to improve the low cost high turnover business may be limited if it does not have a minimum account turnover because of which sufficient staff may not be given.




The implication is that in different branches the rate at which external resources will be utilised to optimise the use of internal resources will vary depending upon the endowment, size of branch, timing of setting up, location, portfolio mix, turnover etc. which will influence its ability to demand resources from head office. Some question that arise in the context are the following:

(1) How to make it explicit that learning has a cost which should be authorised.  Is it possible that high IR/ER may be a cost of learning and building an indigenous fit with the local environment?

(2) Should same threshold value for IR/ER ratios are used for appraisal. How to avoid this distortion?

(3) The goals of individual branches get defined or diffused by the imperfection in the way IR/ER ratios are used for appraisal. How to avoid this distoration?

(4) Wrong use of IR/ER ratio could lead to misallocation of resources. How to generate signals which indicate misallocation?

(5) Responsibility for misallocation of resources at branch level amongst different enterprises could as well lie at higher level were IR/ER ratios are worked out and corresponding signals are given. How to ensure signal differentiation in IR/ER ratios so that improving this ratios become progressively less difficult?

(6) People having experienced low IR/ER ratios may have contempt for people having high IR/ER ratio.



When in an organization the IR/ER ratios are worked out for the best location having maximum advantage of size, time and endowment, it is quit understandable that these ratios would not appear suitable for appraising the performance of branches where such advantages do not exist. It has been seen in large multi-branch organizations that mangers of such branches where external resources contribute more to their performance get noted at the top more easily. The signals drawn from such a practice are that it is no use making hard efforts because only people at better located branches with inherent advantage in terms of business will only be promoted or given key positions. Many times organization leaders reinforce this notion by limiting their visits only to branches they consider as successful branches. The implication is the people in less fortunate branches to find out ways managing a transfer to better endowed branch so as to rise up the promotion ladder. This generates very fierce competition and lot of dynamics.


The challenge before the manager of the systems is how to isolate managerial contribution in performance of a branch from the contribution of other variables. It is quite possible that when such people rise in the organization who have reaped rich harvest of success because of reasons other than their efficiency than they would like to promote or patronize such people who would also follow the similar pattern.


One of the ways in which high IR/ER ratio could become a reason for branches poor performance leading to further deterioration in IR/ER ration is the case when branch has huge deposits but because the manpower availability is low and expanding business further has direct implications for constraining already over burdened staff. In such a case if contribution of various variables within the control of branch or outside the control is not worked out for no mistake of its own, the branch will suffer. It is very important to recognise that IR/ER functions are not merely the functions of individual managers decision making style or organizational structure but are also influenced considerably by the ecology in which the branch is set in. By structuring certain types of performance parameters the subsequent action fall into pattern, for example if quick viability of the branch is a norm than preference for opening a new branches would be in a safer richly endowed region having although higher competition. The virgin lands may not be ploughed because of trade off between short-term viability and long term growth with low risk.


The section of society with which a branch aligns will also influence the way IR/ER ratio is arrived at. 


It has to be recognized that at different location different production functions would be operating. To use same price for different input output combinations is to benefit some branches at the cost of other. In developing society where resources are scarce and competition comparatively much lesser breeding of such inefficiencies may have very high social cost.

One of the lessons of this analysis is:

If every branch tries to optimise its fits with the environment, the organization may collapse. In other words, to maintain a hierarchical structure some sort of sub-optimization is essential in the goal attainment processes of different branches.

Thus, the question is not whether to sub-optimize or not but how much to sub-optimise, where and when?


Another important implication of this analysis for any state level organizations is that because of different population densities or infrastructural endowment in different regions cost of providing any particular service may be very different locations. For example, a bank branch may find giving ‘x’ number of loans in high population density region very cheap compared to another branch around which the population density is low and thus cost of servicing same number of clients is very high. Unless an organization resolves such contradiction, it is inevitable even in the backward regions that the organizational resources are concentrated in better endowed more favoured pockets. Within these pockets, the people who can afford to meet various costs may be preferred as against those who have weak economic base and thus cannot meet formal and informal cost. Exclusion of certain sections of society from an organizational process is structured into the design of organizations.


Real challenge before a resource allocater in a developmental organization is, how to arrive at indices which don’t lead to sacrifice of social objectives to generate higher commercial returns, or which don’t reinforce the tendency in organization to allocate more internal resources to branches which already have better advantage in external resources.

POWER


Discussion Note No.8


This note is not to be read through,



But has to be though through!

Please pause at every statement or quotation and make your remarks or comments or queries along side the wide margin provided for this purpose. Please also draw from your experience, from your summer job or elsewhere and share your thoughts in the class.

Lotto’s paper gives adequate coverage on the theoretical work done in this field. For those who wish to ignore Bernard Shaw’s comment,



“Reading rots the mind”,

there are some further references at the end.


Reinterpreting, Newton’s first law of motion, (Every body continues to be in higher state of rest or uniform motion along the routine activities) it is power that provides the motive force for introducing any change in an organization.



Many we all become more powerful!

Some quotes...


“A primary reason that power relationships are found in so many segments of life (parent-child; foreman-worker; teacher-student) is because they regularize, that is increase predictability of the relationships between one person and another, or, more accurately, between the units of a system.”







-Curt Tausky: Work Organizations:







Major Theoretical Perspectives.

_________________________________________

Developed by Anil K. Gupta and C Rangarajan. 

“Retaining or gaining power is difficult because it is almost always contested, and the contest is not decided by measuring, the efficiency or ‘productivity’ of the contenders. The criterion is not narrow and testable, but general and vague...One decidedly unbureaucratic principle is crucial-personal loyalty or loyalty to a superior rather than to the organization and its goals.... If a man lacks charisma,.... the other means of insuring loyalty is dependence.

Of course, one purchases some inefficiency along with this loyalty.... In most cases, the exchange of loyalty for competence is in the executive’s interest”





Charles Perrow: Complex Organization





A Critical Essay P.15

Some definitions

*
“He who interferes with my autonomy has power over me”

· Charles Perrow.

*
“Power is defined in terms of dependence”

· Richard Emerson

*
Power defined reputationally cannot be equated with power as observed in 



organizational behaviour”

· Peterson, Richard A.

And some confusion.....

*.........
There are two primary motives of exercising political power: control and influence. Control is the use of power by those who given to ensure the security of their positions, to regulate the behaviour of organizational members, and to achieve organizational goals.


Influence is the use of power to receive a more favorable allocation of resources or to impose one’s values on others within the organization.”

· William G. Scott, Terence R. Mitchell

and Newman, S. Perry.








“Organizational Governance” P.142 in 








Nystrom and Starbuck (Eds) Hand book of








Organizational Design, 1981

*
Power is the capacity of actors persons, groups or institution to fix or to change completely or partly a set of action or choice alternatives for other actors.


Influence is the capacity of actors to determine partly the actions or choices of other actors within the set of action or choice alternatives available to those actors.







R.J. Mokken and F.N Stikman







“Power and Influence as Political 








Phenomena” p. 46







In Brian Barry (Ed). Power and Political 




Theory; Some European Perspectives 







1976


“Even now, power is frequently defined as the ability of one actor to impose his or her will on others. Conceptually a major weakness of this definition is that it ignores learning and adaptation. Indeed, power in this sense cab be interpreted as the ability to afford not to learn; the ability to impose on others a set of preferences drawn from past experience. This is not to imply that this concept of power as direct control is irrelevant, but it is too restrictive to serve as a basis for organizational design.”

· Les Metcalfe: “Designing precarious

Partnerships” in Paul C. Mystrom and William H. Starbuck (Eds)

Handbook of Organizational Design, 1981,p.504

Scheme for power analysis:


We must distinguish three relational notions of power.

*
A has some power over B




*
A has power over B


*
A has more power than B.

· Coleman, J: 1973

The Mathematics of Collective Action.

With some semantics and some experience, we may stipulate other possible notions.


*
A has more power with B


*
A has more power over his subordinates



than B over his subordinates.



A


B





A


B



*
A has more power than B because of his (A’s) seniority is a slight 




variation of what Coleman has said



*
A and B are more powerful than any other dyad in the company




This brings in the notion of absolute power coupled with combinational 




Power.



*
A had more power earlier than B who has less power now.




This brings in the time framework.


* 

A has more over x than B.




X may be an activity/event or a person. This is merely restating and 




combining the two notions of ‘power over something’ and ‘power over 




some one’.

*

A has more power over X, and/but B has more power over Y Where 
X =Y

This does not say anything about the power relationship between A and B but leads to the possibility that A and B might think of exchanging their powers.


*

The crocodile is more powerful in water, and the elephant is more powerful on land.




Analogously A may be more powerful outside the organization and B may be more powerful within the organization.




It is also possible to visualize the matrix combining the sources of power for both the individuals A & B. Depending on the quadrant where A or B is in, it may or may not be possible to say who is more powerful.
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Obviously A4 (A in quadrant 4) is more powerful than B1  
But A4 in relationship with B2 or B3 the relational power is contingent on the situation or the task at hand.




Metaphor from Power (Electrical)

Sources of power
:
Hydro, Thermal, Nuclear etc.

Conversion

:
Generates, Direct (Iuel Cells)

Distribution

:
Lines, Interconnecting Switches, and Transformers











Industries

Uses of Power

:
Productive

Agriculture










Household







Non-Productive







(Consumer)

Transportation

These analogies, hopefully, would clarify some aspects of the organizational ‘Power’ with which we are presently interested.

Some more concepts borrowed from (Electrical) Power.

*

Transmission Loss
:
While power gets exercised, does its use 







diminish its potency? 

*

Potential Differences:
Can we talk of A having 5 units of power







and B
having 3 units of power and so






A is more powerful than B?







Does everyone in an organizational network exist 





 at a certain level of power/Authority?

*

Resistor

:
Will the individual who resists the flow of power





get burnt up in the process?

*

Indicator

:
Do persons become more powerful, particularly 







when the power flow is cut/snapped?

*

Capacitor

:
Is there one who can store power for future use? 







or one who gains power over time?

Some Metaphor from Biological Sciences


1. Mitochondria
How does a subsystem by harnessing energy from a source outside the organizational control become powerful inside the organization.

2.

In a symbiosis, who is powerful the host or the bacteria or both? How to trigger 



symbiotic relationships?

2. Virus can do all functions of a living cell but only in a cell, outside it is an matter-pore derived from context......and from organizations.

*

It is not very relevant to which organization or department this partial organization char belongs.



Figure:















































































































































Suffice it to say that A and C have been well educated and have received management education at some well-known institutes of management. B who has been caught in the middle, has risen from the ranks, and is more experienced in the organization and resists any new change being introduced by either A or C.

A’s strategy to circumvent this situation has been to get others in the division report directly to himself and pass on the work to C, effectively short circuiting B. So or so good.

But when A moves up or out, what does B do? He promptly ensures that C is shunted away to another part of the organization which is far from the tension network?

The question that arises is, could A has predicted this eventuality and what could he has done instead?

*

In a dairy organization there are two streams of people. Those who look after the collection activity and those who look after the processing activity (pasteurizing, production of milk products). Unless milk is collected promptly, and adequately by the ‘collectors’ who are less qualified technically, the processing will suffer. But those in charge of the plant are highly qualified and are less easily replaceable.

Now the question is who is more powerful and how do they transact this power, and maintain the power balance?


Cadre formation to segment power flow channels!

And finally, some questions??

*

The relation between power and causality?...

“Are we getting at power as energy, as the cause of things or merely at power as a reflection of things?”

· Thompson, J.D. 1967

*

The ‘Chameleon’ problem and the appeal to counterfactuals

“We must avoid a theory that would make a person powerful just because he always sides with the majority...”

*

Law of anticipated reactions: How to distinguish between a person who never needs to use his power because he is supremely powerful and a person who never uses his power because he has none: (Friedrich: 1950)

*

Should the use of power be compared to consumption (use leading to depletion) or to investment (use leading to increase)? (March: 1966).

*

How can we relate the notion of an individual’s power to the notion of the power of society as a whole?

· Jon Elster: “Some Conceptual 

Problems in Political Theory’ p-250

In Brian Barry (Ed) Power and Political Theory:

Some European Perspectives, 1976.

Some References:

*

Zald, Mayer N (Ed) Power in Organizations


Nashville, Tennessee: Vanderbilt University Press: 1970, pp.336

“The play of power and politics within organizations –for control, for decision- making, for effecting or inhibiting change- is discussed by the sociologists, psychologists and political scientists represented in this volume”.


*
Barry, Brain (Ed) Power and Political Theory:

Some European Perspectives:  London: John Viley, 1976, pp.296.

“The book begins with two papers on the exchange theory or power which provide an interesting contrast. Although both focus on the inadequacy of an exchange theory for explaining the distribution of power in a society, Lively’s criticism accepts the validity of the kind of exercise represented by exchange theory whereas Birnbaum treats the defects as inherent in the whole individualistic approach of which exchange theory as inherent in the whole individualistic approach of which exchange theory is one manifestation”.


*
Kahn, Robert L. And Elise Boulding (Eds)


Power and Conflict in Organizations: New York: Basic Books; 1964.
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Discussion Note 8

Why do Organizations’ Network?

1.
In order to accomplish such objectives that no single organization by itself can achieve.

2.
The scarcity of resources “Impels organizations to restrict activity to limited specific functions. The fulfillment of these limited functions in turn requires access to certain kinds of elements which an organization seek to obtain by entering into exchange with other organization” (Levine and White 1961; Aiken and Hage; 1968)

3.
Organizations seek to reduce uncertainty, thus enter into exchange relations to achieve negotiated and relatively predictable environments (Thompson 1967)

4.
Organization seeks to maintain alternative sources if the needed capacity is dispersed through the task environment to minimise the power of any single task environment element. (Thompson 1967; Levine and White 1961).

4. An organization many times “Lacks perfect knowledge of environment, fluctuations of the availability of exchange in the inter organizational field. To reduce this uncertainty, organizations develop environmental monitoring units (Thompson 1967, Lawarance and Lorsch 1967 b) and engage in exchange relations which make the availability of resources and the marketing of output more predictable” (Cook 1977)

_________________________________

Draft for discussion prepared by Rakesh Jha under the guidance of Prof. Anil K. Gupta- for ODD.

Some Models of Inter Organizational Relations:

1. Neo Classical economic model:

Classical economic theory provides an idealised model of inter-relations between organization – the free market place. In this view, the market place and the pricing mechanism determine the relationships between firms.

2. Exchange Model:

As per this model interactions between organization are symbiotic. To understand its various components let us analyze some of the definitions. Waber (1947) states that by ‘exchange’ in the broadest sense will be meant every case of formal voluntary agreement involving offer of any sort of present, continuing, or future utility in exchange for utilities of any sort offered in return. “Weber employees term utility in the economic sense. It is the ‘utility’ of the “object of exchange” to the parties concerned that produces. Levine and White (1961) defined exchange as “an voluntary activity between two organizations which has consequence, actual or anticipated for the realization of their respective goals or objectives”. They have considered the activity in general and not exclusively to reciprocal activity. And have proposed three types of direction of exchange, (a) Unilateral where elements flow from one organization to another and no elements are given in return (b) Reciprocal: Where elements flow from one organization to another in return for other elements. (c) Joint: Where elements flow from two organizations acting in unison towards the third party. This type, although represent high order of agreement and coordination of policy among agencies does not involve the actual transfer of elements.


Further, this definition widens the concept of exchange beyond the transfer of material goods and beyond gratification in immediate present. This permits the researcher to consider a number of dimensions of organizational interaction that would otherwise be overlooked. However, this definition has narrowed the real of exchange may occur on unequal terms and under pressure.


Blau (1964) limits application of the concept to “actions that are contingent on rewarding reaction form other”.


Emerson (1972 a) specified more clearly the nature of the mutual contingency and defines exchange relation as “interactive relation between two parties based upon reciprocal reinforcement”. 

From the above definition it is evident that the exchange relationship is contingent upon a goal oriented rational perspective in which 

a) participation in the inter organizational relations is voluntary;

b) members anticipate mutual gains or benefits from the relationship; and

c) the nature of the interaction among the members is characterized by a cooperative, problem solving.

Power dependency model: 

Inter organization relationships in the power dependency model is parasitic. In this case, one party is motivated to interact not the other. And the inter-organization relationship is motivated relationship forms when the motivated party is mighty enough to force or induce the other to interact. The motivation or pressure to interact for at least one of the parties is externally generated, since one party would, if free to choose, prefer to remain autonomous. Instead of cooperation end problem solving (as in exchange model) bargaining and conflict are the natural form of interaction in this relationship. And this happens since each party seeks to attain its own goals at the expense of the other.

Resource dependence model:
Within a network power is distributed unequally with some organization's dominating others through control of resource. Lahman (1975) argues that the expansion of an organization's resource base is a means for gaining power through increasing the dependency of other organizations which need the resources obtained or more powerful organization. The resource dependence model of inter organizational relation treats dependence as a central concept, emphasizing the extent to which an organization is dependent on other organizations that control resources and markets necessary to ensure its survival. The attempt of an organization to avoid dependence on others, or to make others dependent on it, is a major motivating force for networking. Four conditions determine the extent to which one organization, 01, will be independent of the demands of another organization; 02, that controls resources: a) access to and control over strategic resources, which give 01 the potential of entering into an exchange relation; b) the existence of alternative sources of the resources held by 02, since 01 then has the freedom to ignore 02's demands; c) an ability of 01 to use coercive power over 02, bringing 01 the resource without acceding to 02's demands and (d) the ability of 01 to modify its basic priorities so as to do without the resource (Blau 1964).

If all the four conditions are closed to 01, then 01 is dependent on 02 and unless conditions change, this dependence forms the basis for a stable relationship between the two organizations.

Let us examine some other conditions that determine the nature of inter organizational relation. 
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The dependence of an organization over other in a network for a resource depends on the extent or degree of substitutability of that resource. Let us suppose that organizations 01, 02, 03, and 04 have control over resources R1, R2, R3 and R4 respectively. And for performing task A, organizations 01, 02,03 require resource R1, R2, and R3. In this case all the three organizations contribute their resources for the task performance thus the negotiation will be on equal term. However, if resource R1 of organization 01 is substitutable by have the equal say like organization 02 and 03 whose resources are non-substitutable for that task. Thus the substitutability of a resource determines the extent or degree of dispensability of an organization in a resource network.

Various resources may not be equally critical for the task performance. In such a case organization providing critical resource may gain ascendancy over others. Criticality of a resource may be a function of its non-substitutability and scarce availability.

Political economic model:


Benson (1975) combined the resource and power pattern into political economic framework for viewing inter-organizational arrangement. This perspective concentrate on network analysis of organizations the primary unit and shift the emphasis from perceived benefits and service delivery to resource acquisition.


As per this model the primary function of an inter organizational arrangement is acquisition of resources, i.e. authority and money. Authority provides the organization with legitimation of its activities and assurance of its right and responsibility to carry out certain programmes. Legitimization permits the organization to operate in a certain domain to define established and proper procedures within that a domain, and to claim support for its particular activities, money enables the organization to launch and carry out its programmes.


The nature of inter organizational relations is governed by 1) differential power and control exercised by organizations within the network in their pursuit of the scarce resources of money and power; 2) environmental forces and conditions that affect network relation; and 3) a "superstructure of political sentiments and interactions.

Organizational-set model

In organizational set analysis, an organization and class of organization is taken and its relationship or interaction with the network of organization in its environment, i.e. with elements of its 'organization-set' is traced. The organization that is the point of reference is referred as "focal organization" (Evan, 1966 a).


The relations between the organization and the focal organization set are conceived as mediated by a) the role sets its boundary personnel b) the flow of information c) the flow of products or services and d) the flow of personnel.

An analysis of the organization set of a focal organization help a manager to explain a) the internal structure of the focal organization, b) its degree of effectiveness or "goal attainment" d) its identity, i.e. its public and self image; e) the flow of information from the focal organization to elements of its organizational set and vice-versa and g) the forces impelling the focal organization to cooperate or compete with elements of its organization set, to coordinate its activities, to merge with other organization.

Dyadic Approach


The Dyadic level of analysis forms a linkage between the organizational and full systematic levels. In a sense, it is the most elemental systemic unit, since it focuses on organizational inter-relationships taking two organizations at a time. The organizational approach focuses on intra-organizations determinants and results of extra organizational relations as in the works of Lawrence and Lorseh (1967) Thompson (1957), Yutchman and Seashore (1967), Aiken and Hage (1968), Barito et al (1972), and Paulson (1974). Its unit of analysis is the organization. The full systematic approach describes entire systems of interacting organizations by focusing on either the types of relationships involved e.g. co-optation  (Thompson and Mcuwen 1958), exchange (Levine and White 1961) and joint programme (Aiken and Hage 1968) or general system properties- e.g. environmental turbulence (Emery and Trust 1965; Terreberry, 1968) inter-organizational networks (Warren 1967), Paulson (1976) proposed five propositions to develop a theory of properties of organizational dyads.

Proposition 1: The greater the difference between two organizations goals, the greater the perceived cooperative interaction. This proposition is a corollary of Evan's (1966) Hypothesis that "the greater the complementarily of functions- the greater the likelihood of cooperation action". This rational is also supported by Guetzkow (1966) who argued that organizations with largely identical activities are largely competitive, while those with largely differentiated activities are largely cooperative. Aiken and Hage (1968) claim that organizations attempt to maximize gains and minimize losses when interacting (Litwak and Hytton, 1969) note that inter-dependence is a necessary element for interaction. The discussed the following tow types of interactions. 1) Competitive interdependence is the form where organization maximize their goals only at the expense of others and 2) facilitative inter -dependence is the situation where organizations maximize their goals only to the extent that others do Levine et al (1963) likewise argue that only when organizations have relatively exclusive domains or goals they will interact. Raid (1964) however, contradicts this rationale and expects that even when "agencies are seeking similar or identical goals, a major force for coordination is brought to play."

P roposition.2:


The greater the difference between two organization's resources, the greater the perceived cooperative interaction. Two distinct dimensions of "differences in resources" are implied by this proposition. Litwak and Hylton (1969), Levine et al (1963), Raid (1964), and Aiken and Hage (1968) argue that complementariness in type of resource required is more likely to result in organizational interaction than non-complementariness. The rationale is that in order for interaction to occur, organizations must be able to provide each other with the resources they require for achieving their respective goals, and organizations with the same required resources would not gain from interaction. However, Paulson (1976) have followed in his study slightly different rational that "organizations must relate to their own needs, more or less rather than to adequate amounts of resources, whether they are complementary or not, in order for interaction to occur.

Proposition. 3:


The less the difference between social status of two organizations administrators, the greater the perceived cooperative interaction. The proposition is based on two broader assumptions. 

a) Personal characteristics can exist independent of the organization. Kahn et al 1964. In the same vein Lazarsfeld and Hazel 1968; Hall 1972 also proposed that organizational characteristics of individual, at least in certain dimensions, have distinctly extra-organizational sources.

(b) These personal characteristics may have a patterned effect on organizational activities including establishing inter-organizational relationships.

That is organizations are more likely to interact when principle decision makers of the organizations have similar extra-organizational social status.

Proposition 4:


The less the perceived conflict between two organizations, the greater the perceived cooperative interaction. This proportion is actually further specification of the first proposition.

Proposition 5:


The greater the perceived domain consensus between two organizations the greater the perceived cooperative interaction. Levine et al (1963) define domain consensus as the degree to which the organizations accept each others claims to specific goals.


The independent variables in the first, second and third propositions are comparative difference of certain organizational characteristics, in the fourth and fifth proportions they are comparative differences between perception held by organizations about other organizations and their mutual relationships. These broad categories of dyadic variables are termed structural and perceptual respectively.

Sociometric Approach:

Sociometric analysis was used to indicate patterns of interaction and relationships between organizations. By using this technique one can identify the characteristics or properties of inter organizational fields such as conceitedness, the number of mutually chosen pairs (Proctor and Loomis 1951), the concentration of organization in a field (Katz 1954) and the vertical and horizontal arrangements of member organizations on dimensions of power and prestige (Holm 1953).


It permits on assessment of the way in which an individual organization relates to an inter organizational field. Among other relation properties, centrality, popularity, status or power within the field can be determined (Katz 1954). Further, by sociometric analysis one can identify organizational coalitions or subsets within larger fields (Festinger 1949; Luce and Perry 1966; Anderson 1967; Beal et al, 1967).


Mylford (1957) used sociograms to study patterns of cooperation and conflict among formal organizations in three communities. He found that organizations with the greatest reputed influence were more centrally located in the community system. Beal et al (1967) studied forty-one women's organizations, and found that overlapping membership tended to link organization together into cluster or cliques. Four groups of organizations, each having different associate characteristics, were identified. These groups ranged from organizations strongly linked together in cliques to organizations isolated from others. Anderson (1967) identified the dependency ties among organizations and showed the existence of coalition pattern among organizations.


Rogers (1974) used Sociometric analysis in 159 public and private organizations engaged in community to determine the cohesiveness of fields and the centrality of individual organization by two measures of interaction. Each of the measures reflects a different intensity of interaction. The measures used were (a) the presence or absence of contact among directors of the organizations; and (b) the presence or absence of joint progeamms.


Thus, Rogers have used only the reciprocal relations between organization. However, one can use other measures of interaction such as one way flow of money, personnel or information that do not involve reciprocal activities.

Network Analysis.
Network analysis is potentially, more powerful tool for studying inter-organizational relations than examinations of pairs of organization and organization sets (Evan, 1966, 1972). It pursuits consideration of wider range of relevant organization in the environment than the dyadic approach and incorporated interactions among organizations that influence organizational outcomes but do not directly include the focal organization on which set analysis is based: Network analysis emphasizes the importance of inter organizational activity in many parts of a system; not just at one particular focal point.


A network is defined as the "totality of all the units connected by a certain type of relationship" (Jay, 1964) Interaction among organizational units in the network occurs either at the level of units goal (eg. Service delivery) or resource acquisition. The units organized to pursue programmatic goals, to seek consensus on value domains, and to develop and maintain resource flows. They seek to reduce the constraints imposed by interdependence and at the same time, maintain as much discretion of action as possible (Pfeffer and Salaneik 1978). These activities are pursued through organizational linkages whose content of a relation may by:

a) Communication content, or the passing of information from one organization to another; (b) exchange content, or the goods and services flowing between organization; and (c) normative content or the expectations organization have of one another because of some social characteristic or attribute (Mitchell, 1973)

All three types of content are likely to appear in a given relationship, though their proportion will vary.

Network Determinants: 

Benson (1975) and Aldrich (1979) suggest four structural determinants that measure the state of a network at a given point of time. The quantitative structural analyst uses these determinants as the critical variables for both describing and explaining the functioning of a network.

· Administrative Structure

· Degree of system coupling

· Multiplicity of ties

· New network resource.

Administrative Structure: 


The ideas of control through administration in intra-organizational analysis have been extended to inter organizational analysis. Units that control the administration of network particularly formal rules of interaction provide a basis for dominance by administrative units and other units that control the mechanisms for changing rules. In addition, the creation of hierarchical authority, administrative positions, and specialization of functions provides a basis for dominance within a network. The ability to make and administer rules regarding the possession, allocation or use of resource is a critical source of control (Pfeffer and Salancik, 1978)

Degree of Control:

This organization of linkages within a network may be tightly or loosely coupled. Coupling refers to the nature of conceitedness between units in the network and is defined as the degree to which events within one part of the system are felt by other parts of that system. The looseness gives the system a chance to respond to local conditions without threatening system stability (Wick 1976, Pfeffer and Salancik, 1978, Aldrich 1979).


Coupling is important to network development as it influence the ability of specific units to adapt to local problems. It often varies within sub-groups of the network, and a sub-system might be tightly coupled with itself, but only loosely coupled to other subsystems. 

Multiplicity of Ties: 












Linkage is characterized by the number of ties and amount of material, which connect any two units. Aldreich (1979) argues that single purpose ties are much weaker than those which serve multiple purposes. Multiple ties promote stability in network relationships.

New Network Resources:


Benson (1975) hypothesized that the power of network units may come either from internal network structure or from access to valued resources external to network. If resources within the network is limited, units with the ability to capture new resources may gain increased dominance. 

Network strategies for organizational design 

In the Table 1 several design strategies which foster beneficial networks have been presented.

Table 1:
Network design strategies 

______________________________________________________________________

Organizational Subsystems


Design strategies

______________________________________________________________________

Interfaces with environments


Create liaison roles such as interlocking







 directorates. 







Develop numerous weak links.







use multiple information gathers who link







to multiple sources.







Cluster boundary-spanning activities into 







separate subunits, but link these subunits





to Influential networks.

Missions and strategies


Identify and stimulate activities by 




Influential coalitions- either planning or




Bargaining.

Prescribed networks in 


Start from role analyses.

Mechanistic configurations


Clearly specify rules, hierarchies,




Networks, lateral integrators, flow charts,




And superordinate goals.




Use physical space, slack resources, and 



Rewards to reinforce prescribed networks.

Inorganic configurations


Specify relationships in general terms.







Prescribe the relationships that emerge.

People





Train the, hire them, and change their jobs

Emergent networks



Transfer people.







Apply organizational development 







Technologies. Use physical space, slack 



Resources, and rewards to inhibit 



Undesirable networks.

Organizational processes


Change technical systems by breaking and







Creating information links.







Change political systems by breaking and 







Creating influence links.







Change cultural systems by breaking and 







Creating affect links.







Anticipate interactions among systems.
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ORGANIZATIONAL INNOVATIONS

A Review Note 


Interest in organizational innovation has increased rapidly during the past decades. The interest grew phenomenally with a concern to identify the correlates of innovation in organization and to suggest measures for designing innovative organization.

Concept of Innovation

Rogers (1962) defines "innovation as an idea perceived as new by the individuals." He mentioned that it matters little whether or not an idea is 'objectively' new as measured by the amount of time elapsed since its first use or discovery. It is the newness of the idea to the individual that determines as his reaction to it. In the same vein Rogers and Shoemaker (1971) mention, "innovation as an idea practice or product perceived as a new by the individual." Zaltman et.al., (1973) defines innovation as "any idea, practice or material artifact perceived to be new by the relevant unit of adoption". Walker (1969) defines an innovation as "a programme which is new to the states adopting it, no matter how old the programmes may be or how many other states have adopted it." Aiken and Alford (1970) define innovation as "an activity, process, service, or idea that is new to an American City." They have excluded the requirement of originality from their definition of innovation. If an idea is new to a city, then its adoption by that city is considered innovation. Both Aiken and Alford and Walker definitions focus on speed of introduction rather than novelty of an idea. 


According to Nelson (1968) an innovation represents, "A sharp break with established ways of doing things and this essentially cerates a new capability." This definition implies that innovation is not something accidental, rather is a sharp break of a continuum.


Schon (1967) argued that "innovation will mean the process of bringing inventions into use."


According to Evan and Black (1967), "the implementation of new procedures or ideas, whether a product of invention or discovery is an innovation.

According to Shepard (19670, "When an organization learns to do something it did not know how to do before, and then proceeds to do it in a sustained way, a process of innovation has occurred. Similarly, it is an innovation if an organization learns not to do something it is formerly did, and proceeds to not do it in a sustained way."


Mohr (1967) defines innovation, "as successful introduction into an applied situation of means or ends that are new to that situation." Operationally he defines innovation as the number of non-traditional services of new public health programmes adopted by local agencies. He separated innovation from use, but does not include first or early use in his definition.


Becker and Whisler (1967) define innovation as "the first or early use of an idea by one of a set of organizations with similar goal." The first or early user is thus the innovator, regardless of the source of the idea. They have separated the generation of idea from its use. According to them, innovation is a social process which may or may not take place after invention. To illustrate this they put forth the example of R & D department of an organization, the department creation is unused by the organization for long periods of time and are used first by some other organization. Out Vedas is the repertory of ideas, but are not innovation as were not used. The same or similar ideas when used in other countries were considered as innovation.


Thompson (1966) defines innovation as "the generation, acceptance and implementation of new idea, processes, products and services." He has included both generation of innovation and its use. Innovation therefore implies the capacity to change or adapt.


Rowe and Boise (19730 define innovation of process, progrmmes or products which are new to an organization and which are introduced s a result of decision made within that organization. This definition does not include invention and first or early use. They have proposed three reasons for excluding these criteria:

(1) Although a capacity for invention within an organization may its tendency to introduce new ideas, invention per se is not used. The organization which actually use new ideas, regardless of their source may reasonably be considered innovation.

(ii) Any organizations which introduce a new idea into its organization climate assume some element of risk and should be credited with an innovation.

(iii) Complete insistence on these criteria will greatly reduce the number of potentially 

Innovative organizations.


A review of above definitions of innovation revealed that there are two points of disagreement among researchers:


First, some have defined innovation as a process (Evan and Black, 1967; Sheppard, 1967) whereas others have defined it as a discrete product or programme (Rogers and Shoemaker, 1971, Zaltman 1973). It is also debated that what criteria should be used to identify innovation as process or product. Those who see innovation as a discrete product or programme have used the criterion of newness emerging from the relationship of the products to the state of the art in the field out of which it originated. Only if a new product differ in significant way from previous product, it would be called as innovation. For example, hybrid corn, dwarf wheat varieties, differed significantly from other types of corn and wheat; gammanym differed significantly from other types of drugs; programme planning and budgeting system, or PPBS, MBO differed significantly from existing managerial control system. Each therefore are considered as innovation.


Other researchers, however, see the criteria emerging from the relationship of a product to the system that is adopting it (Zaltman, et.al., 1973). In his view something should not be called an innovation unless the adopting system perceive it as such. There are also differences of opinion among those who see innovation as a process. Some use the term to refer to the process of implementing an innovation (Becker and Whisler 1967, Schon 1967). Whereas other use the term only to those instance in which the process implementing changes results in a major restructuring of the adopting system (Wilson 1966).


Organizational Structures


Aiken and Hage, 1971: Burns and Stalker, 1961: Crozier, (1964) Gordon et. Al. 1974; Hage and Aiken 1967; Palumbo 1969; Rosne 1969; reported that formalization and centralization reduce the probabilities of adoption; receptivity of innovation is highest in the organic form of organization in which there is minimal procedural specification, minimal routinisation of behaviour, and widespread internal communication. However, another cluster of studies (Corwin, 1972,Evan and Black, 1967; Wilson 1966) observed positive relationships between formalization and centralization and organizational adoption i.e. innovations are more easily imposed on formalized organizations. These two inconsistent findings become clear when one takes into account organizational relationship to think their environment. Where environments are relatively stable and predictable, formalization and centralization may facilitate adoption, whereas in cases of instability and environmental turbulence, these same characteristics may impede adoption by uncertainty. 


Zaltman et.al (1973) reported that low formalization and decentralization foster successful initiations of innovations whereas high formalization may inhabit organizational decision-makers from seeking new type of information and high amount of centralization also reduced the amount of information available. Implementation on the other hand is facilitated by high formalization as it reduces ambiguities and high centralization- increases coordination.  


Norman (1971) found the same pattern in regard to innovation involving reciprocal relationships among organizational units, but also found that innovations that involved sequential operations could be initiated in a more formalized and centralized setting. Hofstede (1972) made a similar point concerning the development of new budget control systems. Organizational should have structures that shift to match the phase or type of innovation.

Task Structure:


The task structure (the sum of all tasks or one-man duties, in an organization) increases in complexity as the number of different tasks increases and so as the proportion of non-routine tasks increases. Non-routine tasks involve a minimum of prescribed, repetitive, operations. If all operations in a given task are prescribed in advance and if these operations are essentially repeated from day to day, the task is entirely routine. Routine tasks are more easily subjected to organizational control than the non-routine tasks are more easily subjected to organizational control than the non-routine tasks, either through supervision (checking on the performance of prescribed operations or on the attainment of certain rates of production, a certain quality of production, or both) or through mechanical and organizational 'linkages'. E.g. linking a number of routine tasks by arranging them on an assembly line moving at a predetermined pace. However, a highly complex task structure inhabits close supervision, the precise specification of operations, and the linking of tasks in some mechanical fashion. In complex task structure each member will tailor his tasks to suit his own methods and style. There will be few standards the organization can employ to maintain conformity among members. Each member can plausibly claim some justification for conceiving his job differently than other conceive their outwardly similar jobs and the probability of producing innovations are also high.

Wilson (1966) and Lawrence and Lorsch (1967) have suggested that a diversity of tasks means a diversity of perspectives, a variety which, in turn, produces a creative dialectic that results in the task structure is diversified one may expect that the organization employs may different kinds of professionals, and each of these diverse occupationally be expected to have its professional associations, journals and research (Hige and Aiken 1967). These professional contacts make it possible for them to find out more about what is occurring elsewhere. Thus the organization with a variety of occupations has variety of contacts with its environments; which in turns means more ideas about what needs to be done and how it can be done.

Organization-Set


Patterns of Adoption of an innovation is influenced by relationships between a local organizations and organization in its organization set (Evan 1966) or network (Aldrich and Whetten 1980). Aiken and Hage (1968), found that the member of joint programmes was positively related to adoptions, and Milo (1971) reported that competition among the organizations for scarce resources programme innovation. Blaw (1964) and Leviwe and White (1961) conceptual formulations is in conformity of Milo's work.


On the other hand, monopolistic or oligopolistic conditions may reduce innovation by minimizing competition and increasing the likelihood of collusion. 


Caplow (1964) asserted that one characteristic of an organizational set is a prestige hierarchies which affect their relations with one another. Following Caplow reasoning, it may be that some influential organization, those at top of prestige hierarchies, are trendsetters for adoption of innovation. Coplow's this proposition is debatable. If this is true widespread adoption of an innovation could be enhanced by convincing influential organizations first, then letting prestige-seeking organizations them. This idea deserves to be empirically explored. 


Competition in an organization's domain has been hypothesized to be related to adoption behaviour (Kimberly and Evanisko, 1978) Innovation adoption in the context of domain competition may be prompted by a variety of factors from pure limitation to attempts to increase market shares. 

Size

Organizational size has been found to have ambiguous effects, on organizational innovation.


Size as measured by extent of organizational resources is generally held to increase the likelihood of adoption. Carrole (1967), Kaluzhy et.al., (1974) and Mytinger (1968) found this relationship empirically. 


Moch and Morse (1977) argued that size conceived of as input volume is likely to lead directly to economics of scale which enhance the feasibility of innovation adoption.


Kimberly (1978) offered a different perspective on the role of size. He argued that where an organization is large and has prior resource commitment in the operational area for which a particular innovation is relevant, adoption is enhanced, whereas large size inhibits adoption where no such prior commitment exists. Prior commitments represent institutionalized claims on organizational resources. In the absence of such claims, an individuals or group's ability to acquire innovations is enhanced by smaller size, where negotiations for organizational resource can proceed on a more informal basis Hage and Dear (1973) were of the view that number of specialized tasks within an organization better predicts, adoption than either organizational size or professional training; and they suggested that rapid growth may be more important than size alone as a predictor of adoption.


Mohr (1969) and Mansfield (1963) found that size positively influenced innovation. The influence of size on innovation is likely to operate both directly and through other variables like complexity, centralization, which is turn is negatively related to innovation (Zald and Denton 1963; Hage and Aiken 1970; Siepart and Likert 1970). From system perspective there are two reasons for predicting that size will have a direct influence on innovation- large organizations may have successful experience in importing raw materials, production hardware etc., and they are likely to possess network for importing additional resources if necessary. Thus the large organizations are able to initiate changes which would demand large expenditure of energy. Further, the operations of larger organization involve a relatively large networking with external environment. An increase in external relationships is likely to be accompanied by further development of the sensing apparatus that monitor environmental communication. With this, more elaborate networking the organization receptiveness to innovative ideas is likely to increase. The larger organizations are relatively visible to any outsider who wish to promote new ideas or products, it is likely to be given may opportunities to demonstrate its receptiveness to innovation (Baldridge and Buruham 1975).

Growth


Carter and Williams (1959) found a high growth rate to be positively related to innovativeness. According to open systems perspective, information concerning any deviation from the organization’s stated goal path is conveyed to the decision centre for appropriate action. If the feedback is negative, action is taken to reduce the deviation. If the feedback is positive, action is taken to increase the deviation.  


Assuming that monetary growth is a primary goal of financial organizations, either very low or very high growth represents such a deviation from the organization predicted goal-path and is likely to elicit an organizational reaction. It the resulting reaction is sufficiently complicated to fall beyond the scope of quasi-automatic adjustments, innovative behaviour is likely to result.


They proposed that the casual influence of growth on innovatioveness is greatest for banks with either every high or very low growth rates. 


Growth of an organization makes it easily to satisfy the demands of all organizational members. Growth satisfies needs for high salaries, prestige, and power especially among senior personnel(Robert 1956; 1959 Starbuck 1965).

Economic determinants of organizational innovation


Organizations adopt innovation in order to become better adopted to their environment or to improve their chances of achieving their goals; but adoption of innovation is generally considered to be costly, to be temporarily detrimental to efficiency in the organization, and to contribute to unreliability in its operation. Before innovation can occurs, the organization must be willing and able to accept the costs and the temporary dislocations associated with the change.


To investigate how economic factor effect organization innovation Rosner (1968) conducted a study taking two factors- organizational slack and economic orientation.


Organizational slack determined whether the organization can afford innovation, slack is the difference between the payments required to maintain the organization and the revenue obtained from the environment. The existence of slack means that the organization can afford (1) to purchase costly innovations (2) to absorb failures (3) to bear the costs of instituting the innovation and (4) to explore new ideas in advance of an actual needs. Although slack may exist in an organization, its executives may prefer not to maximize efficiency by refusing costs, and in the extreme case, may even prefer to sacrifice orientation “as the degree of preference that an organization has for low cost. Since innovation tend to rise costs and cause temporary inefficiency they are likely to be discouraged, delayed, or avoided in economically oriented organizations. A cost cutting innovation might be an exception; but even this involves additional costs while it is being tried and evaluated and economically oriented executives might delay adoption of such an innovation in the reducing costs.



Empirical evidence on the relationships between innovation and organizational slack and economic orientation is scarce, and findings from these studies sometimes have been contradictory (Carler & Williams, 1959) Mansfield (1963) finding that promptness of adoption of innovation is inversely related to firm liquidity supports the view that economic orientation inhibits innovation.



Zaltman et.al., (1973) have considered economic factors in their analysis of the likelihood that innovation would be adopted. They noted the following economic considerations:



(i) The cost of an innovation in terms of the adoption itself and the.



continuing cost of keeping it in operation.

(ii) The return on investment in an innovation: high yielding innovation are

Selected over those with lower yields.

(iii) The efficiency of an innovation; more efficient innovation are selected 

Over less efficient ones.

(iv) The risk and uncertainty of the innovation; less risky and less uncertain innovations are preferred.

(v) The perceived advantage of an innovation over alternative course of action.

(vi) Possibility of reversal; reversible innovations (having possibility to return to the previous state) are preferred over irreversible innovations.

(vii) Divisibility of innovation; divisible innovations are preferred over non-divisible (total package have to be adopted).

(viii) The potential for the innovation itself to be tailored according to changing condition is preferred over inflexible innovations. 


Another economic factor was proposed by Gellman (1970), who suggested that

Organizations should make market analyses before engaging in innovation. Mariet analyses can lead organizations into new markets or into acquisitions and mergers.



Schmooskler (1966) and Enos (1962) studied the impact of the economic environment and indicated that innovation is a function of the extent of the market and factor costs, i e. on the process of innovation. The frequency of innovation may be expected to increase when the market for a particular product is expending. Similarly, when the cost of a particular input rises, innovation may be expected to be aimed at reducing the use of that factor in producing a product (in case of the industry studied of refined petroleum). Similarly Myers and Marquin have reported in majority of the cases (53 percent innovation were initiated in response to market, competition or other external environmental influences. According to Peek (1962) Firms apparently tend to innovate in areas where there is a fairly clear short-term potential for profit. This orientation suggests a possible explanation for the fact that most second-level innovations (those that represent a breakthrough or have the potential to change the characteristics of whole industry) tend to come from source other than firms within that particular industry. 

Administrative Controls and Innovation



Organization practices can cut like two-edged swords. Practices that are designed to achieve control may do so at the expense of innovation, while those that are designed to encourage innovation may impede control (Thompson, 1965) however, some administrative control is essential for all organizations. Administrative controls are used either to control activities or to provide visibility of consequences (Rosneer 1968). Activity control is the degree to which members of an organization use procedures or resources specified by their superiors (Bartlet 1967). Visibility of consequences refers to the ability and willingness to measure the consequences of organizational programmes in terms of organizational goals (Becker and Gordon, 1964). Becker and Gordon’s visibility of consequences is similar to March and Simon’s concept of operationally which refers to the availability of means to test actions in terms of goal achievement. It is assumed that both types of controls contribute to goal achievement and both are used in the organizations. However, the type of control exercised may affect the organization’s preopensively to innovate.



Excessive activity control is generally considered to inhibit innovation since it reduces the search for new programmes (Merton, 1949) and abridges the individuals capacity and incentive to innovate (March and Simon 1958; Dubin 1959; Simon 1962; and Blan 1965). Rosher (1968) from his study of voluntary hospitals reported that activity of control (measured by patient chart completion requirement, consultation requirement, drug therapy restrictions and physician rating of activity control) tend to stifle innovation. The inverse relationship between activity control and of level of innovation is also postulated by those who maintain that changes lead to conflict in organizations. (Gordon and Becker, 1964; Burns, 1961).



Gordon and Becker, contented that this relationship exists because maximally controlled organizations have a low tolerance for conflict. However, they dissent from consensus in maintaining that innovation will very inversely with activity control only when visibility of consequences is held constant. They further hold that high visibility of consequences will be associated with propensity to innovate. The relationship between visibility of consequences and innovation has been supported by others also. March and Simon (1958) mention that substandard goal achievement is more likely to cause dissatisfaction and spur problem oriented search behaviour when visibility is high. Gordon and Marquis (1965) opined that since high visibility allows a manager to evaluate a programmes effect on goal achievement, he is able to reword and encourage the innovator. High visibility also allows the innovator to evaluate his efforts more accurately. From the above findings, it seems evident that an organization with high visibility is likely to try more innovation than one characterized by low visibility. However, visibility of consequence depends upon factors like the value of the top management and elite group. If the consequence of an innovation is in line with their values visibility increases. Similarly, if the consequence lies in the zone of relevance of an organization its visibility increase. It also depends on internal and external feedback.

Edwards (1978) identified three ways of organizational control.

(a) Simple control- It is direct, open and interpersonal and is conclusive for organizational innovation.

(b) Technical control – In this type ‘control mechanism is embedded in the physical technology of the firm”.

(c) Bureaucratic control- In this type “control becomes embedded in the social organization of the enterprise, in the contrived social relations of production at the point of production.

Thompson (1965) examined the characteristics of the bureaucratic forms of organization and found it poorly suited for organizational innovation. He proposed that the requirements for the innovative organization include uncommitted resources, an diversity o input, benevolent competition, freedom from excessive external pressure, structural looseness and the use of group process and these are either lacking or meagerly present in bureaucratic organization.

Gupta (1982) reported two caselet to illustrate how one can innovate even in lower level of bureaucratic organization.


From the above case lets it is evident that if one takes initiative in bureaucratic organization, even if it does not become innovation, it can trigger a process of change, though barriers are many.


Galbraith (1982) have mentioned some of the characteristics of innovative person. He is hard to get along with, and he wasn’t afraid to break company policy to perfect his idea. Such people have strong egos that allow them to persist and swim up-stream. They generally are not the types of people who get along will in an organization. However, if an organization has reservations, innovating funds, and dual ladders, these people can be attracted and retained.


The psychological attributes of successful entrepreneurs include great need to achieve and to take risks. But to translate that need into innovation, several other attributes are needed. First, prospective innovators have an irreverence for the status quo. They often come from outcast groups or are newcomers to the company; they often come from outcast groups or are newcomers to the company; they are less satisfied with the way things are and have less to lose if there’s a change. Successful innovators also need “previous programming in the industry” that is, an in-depth knowledge of the industry gained through either experience or formal education. Hence, the innovator needs industry knowledge, but not the religion.

(Galbraith 1982)











Anil K. Gupta

Barriers to Innovations in Lower Bureaucracy 


Given below are some current situations in which initiatives are in danger of being blocked from becoming innovations. They have a message for developing countries attempting to use the bureaucratic form of organization for socio-economic development. The situations described were found at relatively low levels of the government bureaucracy where high levels of initiative are needed but the freedom to show initiative is heavily circumscribed. 

Situation 1


The Industrial Training Institute (ITI) in a drought prone tribal district of Western India is one of such institutes set up in most of the districts with the intention of providing one or two year certificate courses in various trades like carpentry, electric motor winding, automobile repairs, wiring, lathe work etc. the government also provides certain incentives in terms of scholarships for the weaker section of the society including tribals. In many places ITIs are also involved in the TRYSEM (training of rural youth for self-employment) sponsored through district Rural Development Agencies. ITIs do not have any arrangements for the placement of trainees after they pass out. The statement given below describes the dilemma faced by the principal of one of the institutes. He is about 35 years old.


“To train my boys, particularly in the motor repair section, I want to give them an opportunity of working on live machines, rather than asking them to learn from a junk machine. Unless a trainee sees a machine repaired by him operating on the road, his confidence is not boosted sufficiently. While I cannot take the risk or getting another department’s jeep or machines for repairs formally, I do it informally.”


“To do it formally I have to take permission which takes time and in the meanwhile, the department might send the vehicle to some other workshop. Moreover, ITI is not authorized to take up any repair work. In which head of account will I show the income from repair? I request the agricultural department to let me have their damaged vibrator used for soil testing for repair which in the market would have cost them Rs.600/-. My boys have repaired it no Likewise I requested another department to send their damaged jeep for repairs which my boys handled very successfully. But my weakness is, I want to keep myself very busy fruitfully.”


“I took a contract for tailoring. I was to give the dresses stitched by January 26. The khadi people quoted lower prices because they used big machines for cutting purposes. Instead of January 1st, we were given cloth on 19th January. I called my old trainees and arranged machines from the dealer to be given to them on the deferred payment basis. A part of the stipend of new trainees and a part of the income from the contract work was to be pooled to pay for the cost. While the dresses I got stitched were more durable than of khadi, my margin was very low. Our boys got hardly 1.50 rupees per day.


“The machine dealer also gave loan to many of our students whose stipend was credited in the banks for repayment. Under the tailoring scheme, through link up of the stipend and their earnings from other work, every trainee owned the machine by the time he finished his training, although he was given the machine by the dealer right in the beginning. I gave guarantee of repayment, although officially I am not supposed to do that.”


“One of the major problems under this scheme has been to get genuine tribal candidates. I did not want to compromise on this issue which means I was not initially able to get many applicants. I tried to find a way out.”


“One of my friends is a veterinary doctor in the Dairy Development. He along with his vehicle goes to different parts of the district. I requested him to allow me to travel with him to which he agreed. I informally went and talked to the farmers to send their children for this training. I also assured them that I would get them work after they were trained. There was a good response to this effort.”


“Some of these trainees are encouraged to bring stitching jobs from their neighbors and relatives to stitch clothes here using government thread and machines. This will help in creating a market for them subsequently. If I had given government cloth the thread would have been used even in that case. But then neither any earning would have accrued to the trainee nor any market would have been created.”


“Recently my Deputy Director came for inspection. He found things very good, but said, officially he would not like to be told of any of the deviations from the rules. He also advised me that it was my business to satisfy the auditors. It they found anything wrong then it would be my funeral. For example, some of these students would get Rs.60/- stipend per month only if they stay in the hostel. Many of the trainees would like to commute daily from their homes even by foot. I gave receipt of Rs.60 for 6 months to some of the boys, so that they could use that money to pay the margin money for the machines.


My intentions are clear, though my actions are liable to be misinterpreted. But already some of the boys trained here have opened shops of their own.”

Situation 2


In drought prone regions, soil erosion has been a serious problem and the government has been making serious efforts to conserve such a valuable resource as soil by different programmes. An inch of surface soil takes hundreds of years to be formed whereas rains wind animals etc. could erode it just in a year. The design of work is also extremely specific to the terrain and topography of region. The problem faced by an officer who was asked to implement the programme of conservation under certain sectoral guidelines are mentioned below:


“Earlier in this district contour-bunding used to be done in the 60s when this had just got stated. Only later it was realized that contour bunting by itself would be able to achieve very little unless it was accompanied by terracing, gully plugging and other works. While several problems were faced when I came to this district, two of them were extremely important. The areas which had been treated by contour-bunding could not now be covered under bench terracing, although for all practical purposes the earlier works had become ineffective. The outstanding loan against the farmers covered under bunding made them ineligible for any fresh loan.


The soil conservation works required taking a comprehensive watershed approach, i.e., entire land having common drainage basin should be treated together. A problem faced was that at many places, in between farmers’ fields there were patches of government land. While farmers’ fields could be developed by appropriate soil conservation treatments since the cost could be recovered as a part of long term loan, there was no provision to treat government lands which would require entire cost to be borne by the department. How to tackle such situations where efficacy of treatment on farmers’ land would depend upon necessary treatment at adjoining good lands.


Another serious problem has been the standardization of soil conservation/ treatment plans. In our districts despite very different ecological conditions the per hectare treatment charges are the same. They have not changed for many years. Although the labour rates have doubled since 1975 the per head government hectare approved treatment charges continue to be the same at 550 rupees. Despite many representations, the government has not reacted so far to this. We have found out a loophole. Based on the current rate of wages which have gone up substantially the estimates of soil conservation works have been revised upwards. In case the government seeks explanation, I will have to give a reply. But I don’t care. Those who dared have increased the rates. Others are still making do on the old rates. Even at the rate of 911 rupees per hectare (the revised rates) perfect work can not be done. It would actually require Rs 1500-2000 per hectare. The question to be considered is that the government cannot get any additional land because there is any more cultivable land available. However, with soil conservation treatment it is possible reach several times more than the present level. I do not know auditors would say about this but I am going ahead. My intentions are clear. The task is important and urgent.”

Illustration-II

Nagalutigudem is situated near the foothills of Western part of Nallamalai hills of Kurnool district in Andra Pradesh. Extensive deforestation and afforestation activities have been taking place in and around. Due to this, the whole ecological balance was disturbed which affected the traditional mode of food gathering and hunting of the Chenchus of Nagaluti. The activities have however diversified the occupations providing forest labour, for the Chenchus. Market forces have penetrated into the village. Though the village is isolated it is well connected with caste village and a taluka headquarters by a bus route. There were 42 households which formed into three groups.


The village leader is appointed by the local forest officials. The traditional leadership roles are very much limited. He intervenes in some disputes to settle.


There are two honey deposits in the village territory. Unlike in the first illustration these deposits are privately owned: the first one was owned by five households and the second one was owned by seven households. There are eight persons who have the skill of collecting honey. Thus sample skill is available but honeycombs are scarce of the skilled persons five members are the owners of honey deposits. 

Tasks:


Tasks involved in honey collection are almost same as in the first case. However, initiation is always taken by one of the senior owners instead of village leader. All the owners contribute some money for the initial investment. All the owners distribute certain tasks like inviting certain members in the village for participation either as chief honey collector or as helpers, purchase of good grains, contacting merchants etc. 

Organization:


The honey collecting team consists of both owners and other persons. The group size will be generally between 15 to 20 members. Selection of the members is again depend upon the skill. Once the group is formed the chief honey collector, whether he is a owner or not, assumes the role of leader for the team. He assigns various tasks to members. However, certain critical tasks like fixing up of the loop and ladder set up is done by himself and his brother-in-law or some nearest relative. Owners generally do not supervise instead, they act like any other non-owner member of the troop.


When honey is collected, the owners have to give nearly 5 kgs of honey to the chief honey collector who share it with his brother-in-law or his chief helpers. Then, the initial investment is met by taking out that quantity of honey proportionate to the amount of investment. Then the remaining honey is distributed in the following manner: one share to all the participants including chief honey collector and owners; one more share for each of owners weather participated or not*. On share to ritual specialist, and one share to the village leader in case he is also involved either in the operation or at the time of organizing the team. Generally, the owners and non-owner members get equal share of total yield. Other members of the village who did not participate in the activity are not entitled for any share.

Rules:


Territoriality: Though territory is owned by the village, it is sub-divided into three parts; the three groups in the village exploit these sub-territories one each. Gum trees in each sub-territory are owned by individual families in each group.

__________________________________________________________________

* All the owners have to contribute to the initial investment. The one who does not contribute is not entitled for ownership share.

Ownership of honey deposits:


Except the owners, other members of the village are not having any right to collect.

Pooling


Initial investment is necessary for food for the team and it is to be borne by the owners. All owners should contribute for the same. Non-contributor is not entitled for ownership share. One can claim that amount of honey in proportion to the amount he has contributed. Thus, one single owner can bear the whole initial investment and claim honey proportion to that amount. Food for all the non-owner members is to be supplied by the owners.

Skill


Chief honey collector is entitled for twice or rarely thrice the amount of a single share. Sometimes when chief honey collector is offered two or three combs extra instead of shares. The task of chief honey collector is supposed to be very difficult and hence it should be sufficiently rewarded.

Illustration III


Mannanoor is a multi caste village. Most of the caste people have migrated from plains and settled at this place. Mannanoor is situated somewhere in between Srisailam- the shivite pilgrim centre and Hyderabad – the state Capital the village consists of a population of nearly 3,500 persons of which nearly 10% consists of chenchu population. Mannanoor is situated some 18 km. Away from Achampet- the taluka headquarters to which bus facility is available. Most of the Chenchus depend on agriculture labour. They also cultivate their own lands.


The owners employ labourers either on daily wage basis or an contract. Labourers are employed on daily wages if the chief honey collector is one of the owners themselves. If there is no owner collector, labourers are employed on contract basis.


The owners provide food for the labourers. The owners generally assume supervisory role than participating in the activity. Apart from food, daily wages of Rs.3/- is given to each individual. Here also the owner can work like worker and get wage of Rs. 3/-


There are no shares as in the previous illustration but some amount of honey is given for labourers. The chief honey collector is given Rs.20/-extra. The honey is sold either to cooperative stores or local merchants. The money is equally distributed among all the owners. In this case, the owners get maximum profit, as there is no special share to the labourers. 


More number of honeycombs are present in the village but the skill which is required to collect the same was very less. Virtually, the owners were not interested in knowing the art. Instead they would prefer to work for rots on their agricultural fields.

 
The owners just pool some money and hire a group of labourers to collect honey. In some instances collection of honey was done by contract basis where 25% of the proceeds was given. This system was opted in order to reduce the risk. The Chenchus of Mannanoor depend largely on the landlords. A sort of patron-client relationship was existed between the chenchus and the landlords.


The traditional territoriality was observed. But unlike other villages, the ownership of this territoriality was claimed by two groups of families. Other persons in the village had no right to collect minor forest produce though there was no such restriction for collecting firewood, yams fruits and other edibles. To collect MFP from these territories one is required to take a prior permission from the owners and 1/4 of what he had collected should be paid as tribute to the owners. During recent times the forest department had nationalized the MFP as a result of which intrusion of plains people was increased. 


Thus private ownership of the resources was very much observed and leasing out or engaging wage labourers were resorted in maximizing the returns from these resources. 


Basically 3 models emerge ranging from the most primitive form of social organizations to the most modern one as illustrated through 3 cases. These 3 models are mentioned below:

Model One:

(i) Territory commonly owned, i.e. the area of operation regarding hunting, honey  collection or food gathering belongs to everybody in the tribe;

(ii) Re-distribution is independent of pooling, i.e., no matter how many people participate in a specific task, the produce collected or generated in the process is shared amongst everybody;

(iii) In the absence of individual ownership, the excellence in various skills determines the leadership role. Leader in one task, say food gathering, becomes a follower in task, say honey collection where a person skilled in honey collection becomes the leader;

(iv) Each group will do what traditional leader generally decides. However, it does not curb initiatives of various sub-groups to identify as members of production on their own.

(v) Science every activity requires a number of skills, therefore, the tendency for any particular skilled person to become an exclusive authoritarian is counteracted through interdependence. 

Model Two:

(i) There is individual ownership in the territories and the owner gets a share extra even if he does not participate.

(ii) Shares otherwise are proportionate to the contribution in any specific group activity.

(iii) It is generally owner who initiates the formation of the group.

(iv) Despite the rights regarding the ownership being distributed amongst various sub-groups of tribe, group has an overall control over the territory.

Model three:

(i) The ownership on territory and the honey combs etc. is extremely explicit.

(ii) The groups are organized by the owner but the payment is made on wage contract basis rather than on share basis.

(iii) The traditional leader extracts tributes.

(iv) The kinship network controls the territories 

(v) Share is also given to various market functionaries like forest officials, contractors, traders etc.

The basic implication form the above three models for modern organizations appears to be the decadence of the primacy of skills as one move from most primitive to most modern forms of social organizations. It appears that various modern organizational theories which emphasize de-skilling has a necessary feature of extending managerial control over workers realised that in the process of skill building and specialization, there may have to be greater interdependence which may reduce the ability of owners of resources to control various actions of the members of production process.

Some other questions regarding why and how a group divides into two; how with increasing specialization skill coordination brought about and why modern organizations should not help in the specialization of skills with out necessarily increasing the cost of coordination and management are discussed separately.

The implications of scattered settlement of tribles to give a very high integration in the ethnic forms implies that the cost of coordination need not necessarily be reduced through concentration of resources or individuals as is admitted in the modern forms of organizations.

ORGANIZATIONAL RESPONSE TO CRISIS:

Case of Fair Food Industries


In this case, a brief historical period slice from an ongoing public sector large multibranch organization has been presented. The company deals with Bakeries and Beverages and is proposing to diversify into maize products and canned juice also.


One of the units in this company was sick and top management was very anxious to turn it around.


The case also describes other process like ideology formation, intra-organizational segmentation, emergence of control structures which prevent intra-organizational resource pooling etc.


The case has been described in first person by a young executive who joined this company as a trainee and within a few months of training was offered a full-fledged executive position.


The decision style of Chief executive and the way he triggered various processes is particularly highlighted. All details are real but names and location are fictitious. 

The case has been developed with a very keen cooperation and help from Sumar Das PGP. However, he is absolved from any error of misinterpretation or other inaccuracies.

_________________________

Anil K.Gupta

CMA, IIM, Ahmedabad.

Part I

ORGANIZATIONAL RESPONSE TO CRISIS

Case of Fair Food Industries


The company had recently started a management trainee scheme.

All India selection test was held with the help of national management institute.


I joined the Nagpur unit of Fair Food Industries dealing with Bread manufacture as a management trainee. It was one of the biggest units of the company having a turnover of about Rs.2.5 to 3 crones. I was to be rotated amongst several positions such as Bread store clerk (Dispatch) Sales supervisor, accounts, engineering division, production, etc. The Nagpur unit had been suffering heavy losses. There were several other problems in this unit. Chairman and Managing Director, Mr. Patel was quite worried over this issue. He had taken over as Chief Executive only a couple of years ago after being promoted due to his excellent to turn around Nagpur and Bombay units both of which were causing lot of anxiety to the nodal ministry which directly monitored this public sector company. Being one of the premier companies in the country in the sector of food processing, a secretary in nodal Ministry reviewed the progress every month. The worsening condition of Nagpur unit was being underlined separately in these meetings.


CMD selected Mr. Prasad, a comparatively junior general Manager in the company for being posted as incharge, Nagpur unit. Prasad was promoted superceding several other of his colleagues. He was reputed with high integrity and efficiency. His performance in earlier unit had been quite impressive. Sales manager (SM) was also personally selected by CMD from within company. Both of these people had been posted sometime in 1977-78 soon after CMD had joined the company.

Response to Risk:


Prasad did not have very cordial relation with his functional managers looking after sales, Accounts, production, Engineering and Administration. He was very formal in his dealings and will not reflect warmth while dealing with any of the functional manager. During four months I stayed in the company, I met him only thrice. The FMS were also not satisfied with him. One of his typical way to deal with risky problems was to leave them to FM’s discretion. He would avoid taking any responsibility for such decisions. Sometimes he would make FMs take such decision which might require a sterner action at a later date but Prasad will not support FMs at such junctures. Some of these illustrative decision were:

(i) The production department was having problem of lot of indiscipline. Recently a worker had abused the F.M. (Prod). GM advised FM to issue a charge sheet and handle the crisis at his own level. When FM followed the usual procedure and recommended suspension, GM backed cut and did not stand by the F.M Infact he was visibly upset with the handling of the issue.

(ii) FM (Sales) had drawn a new scheme for sales promotion. He wanted to purchase 100 cycle vans to be given on hire basis to cycle boys. The arrangement was something like semi-distributor basis. Each cycle van operator was to be paid up 6p per dough/bread load. One can was expected to sell 500 pieces leading to an income of about Rs.30/- p.day.


The G.M. doubted the capacity of cycle operators to give deposit for the van as security in first place. Later FM argued by working out marginal costs of 10 cycles vans getting even lost every year that the proposition would still be attractive because each van will recover its cost within one month.


G.M. still doubted this. He also mentioned the fear of auditors as to what would they say.

(iii) Normally, the company sold 200 or 400 gm pack of bread. Sales Manager suggested the introduction of a new 100 gm pack while he agreed that at the product level, this would loose money, he argued that it’s introduction will stimulate sales of other sizes as the competitors were also linking up the sale of other sizes with the supply of 100 gm pack.

General Manager again refused.


Chief Marketing Manager, who had an advisory role, came from H.Q. to study the problems at Nagpur unit. Sales Manger got ample opportunity to discuss his plans with CMM. His report also tallied with Sales Manager’s prescription but general Manager still resisted.


For a long time, CMD did not realize what actually was happening at Nagpur unit. He had hoped all this while that the G.M he had posted with such a good record would surely turn the unit around. Although he used to visit every unit once a month to review variety and productwise costing, somehow he had not been able to fully figure out as to what ailed Nagapur unit?

FAIR FOOD INDUSTRIES

SECTION II
(In earlier section, I narrated, how the new General Manager of Nagpur unit was not able to fulfill the expectations of Chairman and Managing Director. Somehow CMD also could not for long time really know what was happening at Nagpur unit. I also illustrated how General Manager of that unit inhibited FM's initiatives for improving things by taking risk. While he had a very bright record in past, his elevation to present position had not been accompanied by similar results FM,s were feeling frustrated and unhappy. CMD in last four months had visited this unit trice. But in GM presence, no FM would utter a word. CMD was beginning to realize that there was something wrong.)


In earlier meetings with CMD, I was invited, only FMs and Gm were involved. During recent visit of CMD, I was not sure whether I would be invited. I had learned that there was going to be a conference at H.Q of Sales Managers and selected sales supervisors. I was presently working at the later position. I took a change and when CMD was about to leave in his car, I went upto him and enquired whether I could also attend the Managers conference at H.Q He looked up at G.M. with a slightly intrigued look and asked him to surely send me to conference. He did not see that there was any problem in this  (I had not approached for this because neither did I have any access to him - I had met him just thrice so far -nor did I think he would have agreed).


At the conference, CMD, called me aside and asked me to explain all that was happening at Nagpur Unit.


After the presentation, I was asked whether I could take over as Sales Manager in some other sick unit. I thought over it. It appeared that I was being tested. A also realized that I did not have enough confidence necessary for taking up this position. I refused tha offer and suggested that I would rather, like to be the assistant Manager (and complete my training).


Soon after my return to Nagpur, Gm called me and told that I was to be shifted to HQ as Executive Assistant to SMD within one month. He had apparently received a telephone from CMD. From that day onwards, GM became very humane and started discussing with me more often various problems of unit. He would call me now and then and try to explain his point of view. He would go to great length in explaining why he did not prefer certain changes in the system as against other.


Just at that time, State Government gave an order to our unit for supplying huge quantities of bread to a district 200 km away every day. This order was secured after an open tender. GM was very happy over this and thought that this order would turn the unit around. Two truckloads of about 20000 Ibs were to be transported daily to that district.


But this order did not prove to be an easy exercise. Lot of problems were faced such as:

(i) No proper planning was done for making transportation arrangement.

(ii) The agent who was selected in the district did not prove to be a good choice. It was his responsibility to take delivery of products from the factor. Sometimes his truck would break down on the way, sometimes it would be delayed.

(iii) At 6 am in the morning the deliveries were be lifted so as to reach the district in time but many a time the entire truck load of bread was damaged and had to be burnt.

(iv) The Sales Manager was being blamed for the chaos. He wanted to hire trucks and deliver the bread in the district rather than asking agents to pick the same.

GM did not allow this.


SECTION III

REORGANIZATION: VIEW FROM HEAD OFFICE

The day I reached H.Q. I was asked by CMD to explain all that was happening at Nagpur unit. I presented the factual information. CMD became very worried and sent a confidential D.O letter to G. M., Nagpur unit seeking his explanation for all the problems.


When I stated working with CMD I realized that he had his own way of keeping distance and yet maintaining warm relations. He would collect all the data from different people but would not let them come too close to him. He would cut short a discussion the moment a person started giving his own opinion about the data/issues. His information system was quite intricate. He would also manage to get information on any issues simultaneously from several channels.


(I came to know that Chief of Technical Services at H.Q had gone to Nagpur. Later when I met the Sales Manager of Nagpur Unit who had come to H.Q for some work, I learned that General Manager was not happy with H.Q.s.)


CMD wanted to train me for Nagpur as a part of new management team. He wanted to put best team at Nagpur but unfortunately, nobody wanted to go. He approached Mr. Madhawan General Manager of Hyderabad Unit to take over Nagpur Unit. This person was M.Sc. biochemistry from London and one of the best persons in the company. Likewise CMD identified Production Manager at Bombay to be posted as Sales Manager at Nagpur. While he was not very unhappy with the existing Sales Manager, he also realized that the Sales Manager was not acclimatized to Maharashtra and did not know the local language. Likewise a person was identified for Engineering Division. For Personnel & Administration division they could not find a replacement. All these persons were high-fliers but were hesitant in taking up Nagpur Unit. 


One day he booked a call to Mr.Madhawan giving him option to look after both the units. If he did not wish to continue at Nagpur, he could always come back to Hyderabad. While General Manager still was not willing, due to repeated coaxing and persuasion by CMD, he reluctantly agreed. Whenever CMD went to Bombay, he would take the Production Manager aside and spend hours with him to persuade him to join Nagpur unit. While the CMD was quite clear about the composition of new management team for Nagpur unit, he nevertheless did not want this team to suffer from all the inadequacies which existed in the existing team. He was keen to ensure that members of the team should like each other and should be willing to take the risk to turn the unit around.


CMD called marketing controller and finance controller every time he would discuss the issue of reorganization with different people so as to keep them appraised of the progress. He was making a deliberate effort to create consensus as far as transfer of senior officials was concerned. Although he had the power to transfer, he was using it with utmost discretion and in a manner that the person concerned could identify with CMD on the reason and responsibility for transfer.

DIVERSIFICATION:


CMD used to travel at least 3 to 4 days in a week. One of the ways in which he kept in touch with the environment of the company was to go on long drives so as to talk to different people. For example, during one of the visits to Nainital by car he took me along. On the way at almost every town we stopped and tried to find out the conditions and variety of various bread and other products. When we reached Nainital he showed me how that place had lot of bakeries and bread selling shops. His view was that bread was an activity which could be produced in the small sector. He felt that if they opened a bakery there, these shops would not come up. He was quite clear that Fair Food as premier company should leave bakery for small sector and be a market leader in various processing industries, such as wean foods, fruit juice and other products like oil etc. so that the sectors where large number of urban and rural consumers needed support and variety of goods the public sector corporation should make a contribution. 


For example, regarding weaning foods he felt that the products available in the market were costly. We could offer the same at almost half the price.


Later he was fired with an idea of putting up a Pineapple juice extraction plant in North East. The purpose was to manufacture dry powder and export it. This unit would have provided lot of employment and would have helped a backward area to come up.


During this period some talk of rationalization of public sector corporations was going on in the ministry of food. The idea was that oil and other manufacturing activities which presently were also with Food Corporation of India should be transferred to Fair Food industries, so that FCI was left with only food distribution.


No divisional head in the company agreed or supported CMD's idea of going ahead with acquisition of sick oil industries from FCI. CMD's view was that managerial competence which has evolved in Fair Food should transcend the bakeries to other such products. His vision was that fair food should take a dominant position in national food processing sector.


In most such decisions, one person who generally sided with CMD was marketing controller. He was an IIM Alumni and before joining fair food, worked in an Aerated Drinks Company at a very high level. After a lot of persuasion, CMD had originally persuaded him to join this company. Marketing controller agreed with the idea of CMD that fair food industries should own oil rice mills and other processing activities. CMD felt that bakery was irrelevant or did not have so much of primacy in the current need mix of society, because small sector with support could do very well in this area. Whenever a larger unit cam up, employment in small-scale sector was invariably affected. Sometime around this time government also had taken a decision to restrict the bread for small sector. Probably feedback from CMD who was a senior civil servant had influenced government policy.


CMD was also in very close touch with other competing private bread companies. He was president of all India Bread Manufacturing Association and aligned himself generally with interest of bread manufactures.


Once he felt that the Nagpur unit would not turn around unless atleast some increase in the price was achieved. State Government probably would not have favoured such increase for political risks. A meeting of local bakeries was organized who sent a representation to influence the government in favour of price increase. 


CMD always made efforts during the process of diversification to meet people who were earlier involved with various units which were closed down on account of bad management or some other reasons. For example when maize-milling plant was acquired from GCI, CMD tried to meet earlier manager of this plant to persuade him to join the Fair Food Company. Somehow that manager did not agree. About this plant he was extremely anxious that they could also produce products like cornflakes through suitable modifications in the plant and provide them at cheaper cost. 


CMD was clear in his mind that social objective from a public sector company did not imply that company should necessarily be in loss. He felt that through manipulation of internal and external environment, it should be possible to make a unit commercially viable.


In 1977 the decision of government to ask Fair Food industries to go into bottling and Aerated Drinks industry was concerned with the issue of protecting employment of people who were to become unemployed on account of closure of various units after deliquescing of an earlier large company. By the time, a national research institute also had came out with a formula ready to be used. One day the joint secretary, from nodal ministry asked the CMD whether they could handle this drink business to which he agreed and without much preparation for marketing beverages. In the first year, the product was handled very badly. As soon as the new CMD came he changed the marketing team and selected the present marketing controller who was first hired as G.M. (Marketing).

POWER- BALANCING:


The first thing which CMD had done after joining the company was to disrupt various power centre in the head office. Some of the people he did not like, he transferred them to remote places and at times re-transferred, them so that they were make to quit. The earlier chief marketing controller was transferred to a sick company one of the Kal apani Units. Generally people who were to be thrown out were posted at such unit so that they would be disgusted and resign. At some of these units the industrial relations problem was very serious. E.g. some drivers would use the official vehicles for private purpose and make money.


When CMD inducted new people he also make efforts to give them colleagues or subordinates of their choice. In fact it was at this stage that a "management trainee" scheme was stated in the company, with the help of chief personal manager, joint secretary, Nodal Ministry and Bureau of Public Enterprises. Young people were screed after first round all India Competition organized through a national management institute. There was a strong resistance to the idea of management trainee from older people in the company who felt that these young people entering the organization at executive level would stop chances of promotion of these people. CMD, however bulldozed the ideas of this scheme and at times overruled the dissenters in a very authoritative way.

PERFORMANCE PARAMETERS/SIGNALS


To reinforce various changes in the manpower planning he also changed the parameters of confidential report writing or evaluation of regional managers. Earlier pattern gave lot of importance to perception of immediate superior with whom one had to deal with very delicately. CMD introduced certain objective criteria such as.

(1) Improvements over earlier performance

(2) costs saving

(3) Overtime paid, etc.

His effort was that professionalisation in management should be accompanied by changes in the evaluation parameters. He always drew distinction between personal and professional relations. For example, he extended probation of the general manager with whom he was quite friendly but who was not performing very well.


He was also quite clear about the way he would like to evaluate the excellence which he did not consider co-terminus with growth. For example, a general manager in Jaipur unit was achieving 10 percent capacity utilization by changing his product mix and he would sell whatever he could manufacture. Somehow CMD got the impression that this GM was corrupt. Also he was using overtime as an incentive. While Jaipur GM had lot of political clout CMD got him removed from the company resisting all the political pressures.


Because of the administrative support from the nodal ministry, he took lot of bold steps in reorganizing the company.


He was extremely authoritative with those people who were incompetent, but with competent people he was extremely warm and democratic. His style of management differed from person to person. Although he did maintain some consistency so as to give precise and explicit signals to people in the company. For example, the Jaipur case gave a clear indication to people what the organization values were and how indiscretion would be dealt with. In other words performance was not to be achieved at any cost instead some ethical values were to be observed rather closely and in a committed fashion. Another way in which he would give signals to the peoples was when he handled the meetings. He would influence the GM's way of dealing with FM's by demonstrating the ways he dealt with FMs or GMs in the meeting. He encouraged disagreements but once an issue was clinched the commitment was to follow without fail and in that regard he was at times, ruthless. He expected from the general managers that they would allow permeation of some of the values below which he held very close to his ideals. 


Every quarter a management seminar was held in which different functional people were invited. Marketing controller who had a management background developed cases from the different units and encouraged a frank and forthright discussions on the cases in these seminars.


In the beginning when I had joined company everybody talked of the social purposes of the unit and the existence of loss was logically derived as a sin qua non of social purpose. The concepts of marginal costing, optimal capacity utilization slowly started becoming important. The efficiency and performance were rewarded to bring about some change in the organizational culture.

EXPLOITATION OF EXTERNAL ENVIRONMENT

Like I mentioned earlier the CMD was quite skillful in identifying the opportunities in the environment outside the company for improving his performance of the company like the price of increase in bread which he could achieve earlier by mobilizing a collaborative representation by the bread manufacturers in that state. Likewise he had tried to use the influence of the government to invoke MRTP Act so as to get some restrictions put on the growth of a competing multinational company. At one stage that company maneuvered to get a strike organized in Fair Food factory. The general manager in Fair Food came to know of the instigators and told CMD about it. He proposed that even he could get a similar treatment given to he competitor, CMD preferred to remain out of such maneuverings.

Very often CMD would meet the chief of the MNC competitor. He would give a broad hint to the other person that if they started playing the dirty games he could as well reciprocate but he avoided that. However, they maintained an appearance of very warm relationship at least externally.


Once I went to product manager of the competing firm and discussed something about my company. CMD came to know of it immediately and advised me not to go to that company again. It was astonishing to see how his information system worked, such that he came to know of my movements.

THE INTRA-ORGANIZATIONAL SEGMENTATION/INSULATION


The beverages division was to be located in different buildings than those of bakeries. Marketing controller who was directly looking after beverages apart from other divisions was very keen to insulate beverages division from the rest of the company. This division was a blue-eyed department of the company.

People in this division maintained a very luxurious style of working. They had huge advertising funds and sales officers in their division would travel by air where as their counterparts in bakeries division could travel by train only in first class. The extent of insulation could be appreciated from one incident that took place when I was at Nagpur unit.


Once the sales manager of beverages division located at headquarters on visit to Nagpur came to me to request for some advance for arranging his tickets for his flight back. Next day the functional manager raised this issue with marketing controller who was visiting the company. The marketing controller somehow evaded the issue.


Later the beverage division wanted to launch a new product in our area of operation. They did not have any office at Nagpur. One day in the evening marketing controller called me up at home and inquired whether I would be interested in helping him in launching that product. I told him that my involvement would have to be approved by local general manager. He did not talk to the general manager and instead talked to CMD so as get a word put to GM regarding my involvement. The general manager was not very happy about this decision and there was lot of work to be done in bakery division itself. I assured him that I would not let division suffer if I am allowed to involve with the launching of new product because it would give me some new experience. After sometime the bakery’s work indeed started suffering. GM was very perplexed; he did not like that I should let the bakery’s work suffer. But he also could not stop me because CMD was interested in the matter. Whenever marketing controller could come to Nagpur he would not meet me in office, because he did not want to face the general manager who was visibly annoyed with him. GM also did not like my writing directly to marketing controller bypassing him. The finance manager also started objecting to the increasing petrol bills on account of my travelling for beverages divisions work. While he did not doubt probably the genuinity of the car use he also did not approve of using bakery’s division funds for the work of beverage’s division.


Once the sales manager beverages division asked me to arrange advance of 40,000 rupees for his unit. Accounts manager raised objection. A telex was sent to Delhi but owing to the absence of CMD as well as marketing controller both whom were out of station, nothing could be heard. Sales manager assured that he would get authorization sent from Head Office as soon as he went back but administrative manager was not willing to agree. I talked to general manager who was quite upset initially. I could see at his face the extreme regret which he had for not being able to say no to a person (that is me) who was under him because of the involvement of top. For one week nothing came out and no message were received from Delhi. I called up marketing controller who was not disturbed on this account he in fact came down to Nagpur and met me at agent’s office and gave all the sanctions so that account officers were satisfied. While this matter was closed it generated lot of tension in the unit.

SOME ISSUES


How to interpret the response like that of accountant of Bakeries division to SM’s exceeding petrol limit because of the work SM is doing for Beverages division.


Want must have been the purpose of these controls like petrol limit? How was it being achieved?


Whether intra-organizational segmentation leads to more redundant structures being created in each segment.


How to conceptualize inter-organizational pooling of resources with intra-organizational segmentation?


What is the concept of ‘management team’ for salvaging a sick branch or unit? Whether one who can run fast can also make a stagnant fellow to walk? Whether skills necessary for growth are the skills sufficient for turning around a sick unit?


What are the design implications for a multi branch organization having branches growing at different rates, positive or negative? Whether organizational design for a growing unit will be able to sustain the processes in a unit running into losses.


How to overcome tendency to increase controls and change horses too often when one is loosing.


What are the disfunctionalities of an organization design that does not manifest symptoms of decay before the decay actually sets in?


How do you take risk when you are loosing.


Leadership changes in organizations are often traumatic periods.


Many times structural alignments are disturbed, old values are changed and people have to leave the organization in disgust or otherwise. How to manage the environment in an organization which is under transition? Sometimes fluidity in environment makes it possible to trigger several changes in the organization design which otherwise should not be possible? How to identify the scope of such changes?


Sometimes organizational leaders don’t find it easy to create consensus in favour of some changes within organization and so resort to creation of crisis in external environment. Under the pressure so created they find it less necessary to pursue the negotiation approach for structuring changes. Such compulsions some time impair the organizational culture.


The segmentation within a company between different divisions is a delicate process. Redundancies in different segments will have to be tolerated sub-optimizing resource use at the corporate level but to optimize resource use in the particular segment. However, the extent of redundancy would also be determined by the extent to which this helps in optimization of resource use in another segment. 


While it was that beverages unit should have separate system, but should not bakery division at Nagpur show greater sensitivity to the needs of beverages division. Further, probably one could argue that if rate of return from beverage division is very high than it might be even prudent to transfer resources to bakeries division without creating parallel culture in different division. 

EMERGENCE OF AN ORGANIZATIONAL DESIGN: HISTORY OF A DISTRICT LEVEL DAIRY ORGANIZATION (1972-1982)

In this note an attempt has been made to present excerpts from the documented minutes for the period 1972 to 1982 of a district level dairy union located in a backward district. The detailed discussion on the emergence of design is presented separately.

Some of the major issue which emerge from the historical data presented in this note are the following:

1 How does an organization carve out its niche in a multi-organizational context at district level?

2 For an organization if an input has to come from outside for which support hinges on the condition that processing facilities for the input, in this case milk, have to be established first how does district administration resolve this problem?

3 In the absence of basic infrastructure how to couple inter organizational resources in such a way that organization’s action can begin even before the formal structure comes into being.

4 In rural development organizations seasonally is extremely important. Beginning an organization at wrong time might give a very bad start. In this case despite political pressure how the losse organization that came about when Collector as Chairman of cooperative union, managed to time the birth of the organization appropriately is interesting to see.

5 Often strategy formation is given lot of importance in organization. The important issue discussed here is how an extremely fluid organization moved from one goal to another, from one alternative to another without necessarily forming any long-term strategy.

6 Often the district Collector with his numerous responsibilities finds monitoring of developmental organizations a secondary task. Further, with the authoritarian tradition of civil service, generally it is claimed that the bureaucrats do not allow for enough discussion required for rational decision making. It is interesting to note how Collector of this district who is also the Chairman invokes participation from various organizations to enlarge their boundaries so as to draw the resources or provide the services.

7 The emergence of rule making without any precedence is a comparatively less understood and under explored area of functioning of bureaucracies. How the rules emerge, or modified and, if necessary, broken has to be seen together with the processes which generate multi-organizational commitment to a project being run by infant organization.

8 Generation of multiple perspective is said to be an essential condition for devising suitable fit of an organization with environment. In a federal system many times the interest of district and state level bodies do not coalesce. How does a weak organization negotiate with a strong state level apex body?

9 It is often assumed that in any public sector organization losses are because of inefficiencies very seldom they are linked up with strategic choices and social responsiveness. How did the chairman of the organization monitor the efficiency norms without being oblivious of social objectives?

10 Very often, the promotion and the incentive etc are considered to be predominant sources of motivation in the organization. However, in the bureaucratic system, it is not possible to promote some one out of turn nor is it possible to give cash awards easily. Despite this, excellent standards of efficiency were shown by the people at various levels. In this case the Chairman did issue a letter of appreciation and a cash award to one of the officer another who was on deputation and had got double duty allowance is now being asked to pay back part of the money due to audit objection. How does one resolve such contradiction. 

11 Prior to 1976 because of comparatively decentralized structure of dairy organization in the state lot of freedom was accorded to the district level units. However, consequent to the federal structure imposed from the above autonomy of district level units started getting eroded. Relationship between decentralized mode of decisions making, and ability of an organization to respond to environmental stimuli can be seen quite distinctly in post 1976 period when less and less freedom was available at lower level.

12 How the employee welfare measures for which there is no directives from the above were initiated from below also is brought out in the case. Perhaps public sector organizations place greater value on employee safety and bear higher cost.

13 How a centralized pricing mechanism affects profitability of different branch/unions becomes quite evident. This is interesting to note that in the state where national apex dairy organization HO is located district unions are allowed to negotiate their prices of inputs and outputs. In this state, this freedom has not been granted.

14 Cadre formation in organizations is one of the ways in which structural changes come about. Dairy technologists lobbied and got milk-processing system, brought under federation. Dynamics which ensued is discussed here.

15 Despite occurrence of severe drought, incapacity of district organization to revise its policies leading to social discontent is borough out here. Another interesting feature to note is the merger of drought relief works with the construction of milk collection centres’ building in the villages. The issue of bureaucratic pervas iveness unfolds possibilities of overlap in the organizational boundaries in public sector thus improving the net social effect.

There are several other issues which would strike the reader in the brief historical profile of the organization as seen during last decade. In the organizational literature, very few longitudinal studies covering such a long time span are available and thus this note fill up an important gap. Also, what this case brings out most strikingly is that as long as organizations remained loosely coupled, several initiatives were taken, soon after tightening of structure, systems capacity to respond to environmental stimuli got somewhat affected. Thus this note also provide an opportunity to policy makers as well as professional managers to see the logic of loosely coupled vis-à-vis tightly coupled organization in a particular context of unpredictable rural environment.

This is only a draft case and identity of place and person is deliberately disguised. However, the situations are real. Comments are invited. 
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3-10-1972

1. The Executive Committee approved the report of dairy scheme prepared by State Government to establish a chilling plant at 'Haryalya'

2. It was agreed to apply for a loan of Rs. 34.30 lakhs to NCDC

3. To acquire 60 acres of land from government

4. To ask project officer MFAL to work as secretary of dairy cooperative union

5. To request state government to get initial other arrangements finalized.

4-12-1973

1. Collector expressed concern that although one year had passed since the district dairy cooperative union was set up and no work had started as yet. It was mentioned that the bank was insisting on getting it started before sanctioning loan to the farmers. MFAL wanted credit beneficiaries buying buffaloes or cows get the facility of selling milk through milk dairy cooperative so that banks loan can be recovered.

2. The state government representative suggested that first of all a small chilling plant of at least 4,000 litres capacity should be procured because work on full-fledged plant would start only after NCDC had reviewed the progress of dairy plants at three other districts of the state.

3. The Collector immediately mentioned that already about 4000 marginal farmers had been sanctioned buffaloes and 200 were to be given in the next month, therefore, till the facilities for chilling plant were not made available, arrangements could be made for chilling milk in the local Ice factory. The government representative agreed with this suggestion and promised to get two officers posted besides a sanction of 65 thousand rupees for working capital. The relevant resolutions were passed requesting the government to insure the above.

The state government was requested to arrange for milk cans and visit the Ice factory so that project officer and the District Animal Husbandry Officer could start negotiation regarding the rates for chilling milk. Out of the two people's representative in the executive committee of union, one Mr. B. Lal suggested that some of the milk producers should be taken to visit Anand dairy and some other important places. The suggestion was accepted by everybody.

The government representative was also stressed the primary cooperative should be organized in the villages so that marginal farmers could be given loan through the societies. He felt that such a system might also facilitate collection of milk. It was agreed to request Assistant Registrar Cooperatives to get such societies organized and registered. It was also suggested that milk producers should be given payment within 24 hours of supply. So that their confidence in the system be maintained to ensure this system it was also be suggested that union could take a loan of Rs.50,000 from District Cooperative Bank.

25-8-1974 

From 1-7-73 to 6-3-74 in all 67 villages, cooperative societies were organized. A survey was done to find out the milk potential in 23 village situated on two major routes. Idea was that the survey results would give indication whether milk collection and distribution could be started from 1st September 1974. It was found that comparatively little milk was available. Agricultural University from the neighboring district was able to collect only about 82 litres milk from about 22 collection centres situated on one of the routes. Major reasons for short supply of milk was that calving was to begin after about 1 to 1 1/2 months. Thus, it was decided that the scheme should be started only in October or November.

It was also suggested that the collector should pursue the Dairy Development Commissioner to give financial assistance, delivery of other equipment's and setting up of chilling plant etc. It was also suggested that Collector should explore with the ice factory the rates of chilling milk during winter as well as summer. Further a decision was taken that till the primary milk cooperatives was organized milk should be collected through village service cooperative societies.

10-11-1974

Sanction from government received about this time at district level.

22-11-1974

The representatives from state dairy department suggested that milk collection should be begun only on the two routes which had been surveyed. It was also decided that by 25th November the credit inspector, Veterinary doctors and Assistant Registrar, cooperative should ensure the organization of societies. To begin with only 11 societies may be stated. The purchase price of milk was fixed at 0.25p. per 1 percent fat content after taking into account the price at two other plants.

It was also suggested that milk at 4 percent fat could be sold at one rupee fifty paisa per litre with the margin of 10 paisa so that consumer could get at Rs. 1.60. The cost break up was:




Milk



-
1.00 (4% fat)




Transportation


-
10 paisa




Chilling


-
10 paisa




Society's commission

-
3 paisa




Milk testing charge

-
5 paisa




Office expenditure

-
10 paisa




Miscellaneous expenditure
-
2 ps.




Distribution expenses

-
10 ps




Total



-
1.50




Commission of union

-
10 ps




Selling rate


-
1.60

One of the dairy officers clarified that they would need two cream separators in the beginning. The Chairman wanted the cream separator to be purchased as early as possible however till then whole milk could be supplied as such. Chairman also suggested that hospital, local industries, residential colonies, college etc., could be contacted for arranging bulk demands from the institutions besides opening up 5 milk selling booth. The district public relation officer was to undertake publicity of these arrangements. It was decided to give 5 paisa per litre commission to the milk sellers for transportation of mild. It was informed that discussions were held with various transport companies and one of the person has agreed to give diesel operated vehicle (having capacity of 1000 litres) at the rate of 80 rupees per day plus diesel and oil expenditure. (At the rate of 4 miles per litre consumption) It was also decided that on one of the routes the milk could be collected by cycles and the collector could be paid 6 paisa per litre.

The negotiations for chilling milk were made with three different ice factories of which two expressed willingness. One desired payment of 10 paisa per litre with minimum charges of 100 rupees per day for thousand litres. For milk in excess of 1000 litres, 8 paisa per litre was to be paid. Besides, this factory would provide utensils for getting milk and facility for use of cream separator, washing of milk cans etc. the other ice factory was willing to give its premises at Rs. 80/- per day for upto 4000 litres of milk. The electricity expenditure was to be paid by the union during the period when ice was not manufactured. During summer the electricity charge would be proportionality divided. Chairman was empowered to decide option after ascertaining full details.

It was also suggested that a building should be hired to house the office of dairy cooperative, having at least 4 rooms at approximately 250 rupees per month as rent. They also decided to request state government to expedite the delivery of cream separator, fat testing equipment, milk cans and other chemicals etc. The chief medical officer was also invited in this meeting to explore where the milk testing equipment available in the hospital under public health department could be used till dairy union acquired its own equipment.

17-12-1974

Since December first milk collection and distribution had been started and all the work has been looked after by MFAL officer because government had not posted any staff for the dairy cooperative union. Because of non-availability of equipments for fat testing, etc, in enough number, only few societies had this facility. The agricultural university had been advised not to collect milk from this district any more and it was likely to stop within a month or two. 450 litres of milk was being collected per day from 8 centres, and demand was increasing in city for supply of this milk. It was decided that 10 more societies should be organized in the current month and 10 in next month. District Cooperative Bank gave suggestion about certain villages from where enough milk to be procured. Chairman also informed about certain other villages from where he had received information about milk potential. The chairman, Land Development Department also suggested some villages. Subsequently the milk procurement officer was advised to survey all these villages and to get the said number of societies organized within two months. The Assistant Registrar, cooperative societies, assured cooperation in the registration of societies. Chairman had sent the project officer and the milk procurement officer to Bombay and Anand to buy necessary equipments. Cream separator had been purchased at the cost of Rs. 9,460 because in its absence dairy union was daily incurring considerable loss.

It was also informed that state government had been requested to sanction the purchase of diesel vehicle out of savings, in addition to allocated fund of Rs. 30,000. It was also agreed that even after purpose of vehicle the present contract would have to be continued if necessary. It was decided to increase the commission of primary milk cooperative society from 3 per cent to 5 percent.

It was also decided to increase the authority of secretary of the dairy union to sign cheque upto Rs. 5000 rather than Rs. 1,000 only because in the absence of the Chairman, this became a great constraint. It was also suggested that an old building under the charge of the municipality which was vacant could probably be acquired with the help of the collector. The chairman suggested that wooden milk selling booths could be constructed. The District Cooperative Bank chairman suggested that the design should be attractive. It was also learnt that union would sell the cattle feed and concentrates. Which was received from state government at the rate of Rs. 1.10, i.e. at the same rate, on credit to societies and the cost could be deducted from the milk payment due to them.

The dairy official suggested that they should get services of an Assistant Registrar, Cooperatives to supervise the primary cooperative societies. But Assistant Registrar informed that because of several vacancies in his office he would not be able to spare a person. It was decided to send a telegram to the state government.

Other decisions taken were: (1) state government should be requested to include this district under Operation Flood, (2) the secretaries of the various cooperative societies should be sent to Anand for a visit.

16-1-1975

Twenty-six cooperative societies have already been registered milk was being collected from 15 societies and it was likely to be started very shortly in another 2 months. From the remaining nine societies the milk collection would start by the end of the month. Different members of the executive committee suggested several villages were uncovered. A few more societies could be opened and at least four members suggested that 11 village societies should be organized. The Collector also informed that target of collection share capital would have to be achieved fast. The local textile mills and oil factories were also requested to subscribe shares worth Rs. 10000 each but they had not responded so far.

It was also said that milk collection was been started with 100 litres per day from December 1074 which has now reached a maximum of 1400 litres with an average of 1200 litres per day. The unit also started home delivery of milk for which 5 p.s. was being charged extra. After the purchase of cream separator since the last week of December, the unit was not having any losses. Cream and butter oil was also being sold at the rate of 11 and 21 rupees 63 paisa per kg respectively. However, looking at the market rates the price of ghee was reduced to Rs. 20 rupees including tax. The union has lost upto December Rs. 1494.


During the current month upto January 14, the union had a profit of Rs 2193. Looking at this progress it was expected by the end of December next it would be able to make up all the losses.

The assistant Registrar Cooperative society said that there were frequent complaints of differences in fact percentage worked out by the union and the societies because of which societies had to incur loss several times. He suggested that there should be greater control over this. The milk procurement officer clarified that whenever any society had doubt the sample could be get rechecked within 24 hours. The Chairman informed that the arrangement had been made to seal the milk can during transportation.

It was also informed that an old building from municipality had already been taken.

Some more milk cans were needed for which secretary was authorized to purchase them. Regarding the purchase of vehicle, some felt that purchasing an old engine would require heavy repairing expenditure. They advised purchase of a new vehicle. Others suggested that a new engine could be installed in an old vehicle. The state government had enquired from the union whether they would make so much of savings which will enable them to purchase a vehicle costing about Rs. 60000/- as against the budget allocation of Rs. 30000/-.
The commission of milk distributors was increased from 5 ps. To 8 ps. Per litre because the union found the milk delivery with the help of an tractor which they had taken from the municipality, unsatisfactory. The Chairman also suggested that a chilling plant with capacity of 4000 litres should be set up as early as possible. He also informed the members of the executive committee that state government did not posted any staff for the union, and so far the district officials from MFAL, Animal Husbandry Development and Cooperative society etc. were working for dairy project. Some temporary staff was however hired (The officer on deputation were being paid a special allowance from the dairy account to which auditors had objected any even some recoveries were made from the concerned officers, although dairy union had agreed to give 10 to 20 percent dual duty allowance as per the state government rules.

17-3-1975

1. Secretary suggested that a diesel vehicle would cast about Rs. 70000/- but amount allocated in the budget was only 30000/-. Representative from state dairy department suggested that old military disposed vehicles could be purchased from Mearut or Delhi for Rs. 5000-7000/- and it could be got fitted with a new engine. The total cost might be only 30000/- Decision was taken that Director, dairy development department at State level should, be requested to arrange for an old jeep to be fitted with new engine. Advance of Rs. 30000/- to be transferred to department for this purpose.

2. Resolved that extra milk and ghee could be sold outside the district in far off places. To government agencies, it could be sold on credit also.

3. The cattle feed to be sold to members and non-members of societies at different rates (50% cheaper for members).

12-7-1975

To increase the share capital of union, it was suggested that a condition should be put that only members of cooperatives would be eligible for loans from MFAL. The resolution was unanimously approved.

Suggestion was also made that a contract should be signed under which farmers should agree for deduction of loan installments (20% of payment price) from the milk proceeds.

Representative from state government feared that compulsory deduction from milk proceeds might adversely after the supply of milk .

- The decision was taken that deduction would help farmers pay installments due in the period when no milk supply was forthcoming.

- Regarding purchase of vehicle, it was decided that vehicle from premier automobiles costing Rs. 70000/- could be purchased utilizing Rs. 30000/- grant from government and rest of the balance from union’s own funds.

- Project officer MFAL suggested that he was entrusted with secretaryship of union where it did not have enough officer. Now that officer had been posted, he could be relieved of this charge.

Decision taken to continue the present arrangement. However, secretary could delegate some of the responsibilities sot that his burden was lessened. 

9-9-1975

State Agricultural Minister hailing from this district attended the meeting.

1. In view of rapid increase in milk collection levels, union it was suggested should have its own tanker. Minister assured that as soon as another dairy would get two tankers, one would be diverted to this dairy.

2. It was pointed out that handling losses on milk sent to state headquarters were very high (80/-per 1000 litres). Weighment at state level was always less than what it was at union. Minister promised to look into this problem personally.

3. Minister also assured that soon, facilities of chilling plant would be provided in the district.

Note:
Another decision which was not included in the minutes of this meeting was regarding selection of site for chilling plant. Price suggested by revenue authorities was Rs. 5000/- per bigha. Had this price been mentioned in the minutes, the owner of the land would have come to know of it and refused to accept any price less than that. However Tehsildar during negotiation settled the price at Rs. 3000/- p bigha and sale deed later for Rs. 120000/-was signed. Director, dairy development also inspected various sites and approved the one which was ultimately purchased. 

13-5-1976
On Chairman’s suggestion Dr. Saxena, milk procurement officer to be complimented with a letter of appreciation and award of 300 rupees by the collector and Chairman of Dairy because of achieving the target of 15,000 litre per day collection. The by-laws of cooperative societies have been changed as per which only the cooperative institutions could become member of the union and thus membership of all other institutions should be cancelled.

39 positions sanctioned at various levels for the union have not yet been filled up, although the positions were approved. 33 new positions suggested at lower level for which provisions was made from the income of union itself. Chairman was to pursue with the State Government for the approval of these when the project was started, the collection was 5,000 litre per day, but last year it touched 15,000 litre per day. Union to propose to state government for sanctioning a post of manager for this union.

Dr. Saxena who had been selected as leader spearhead team for some other districts should be given same position in this union itself.

Huge amount of ghee stock was likely to get spoiled and therefore its sale price should be decreased, so that it could be disposed off. Price was reduced from 18 rupees per kg to 17 rupees. It was also mentioned that government had approved in principle erection of a plant of 30,000 litre capacity. It was suggested that government should be requested to make provision in this plant fir expansion into one lakh litre capacity later.

For extension services audio visual aids should be purchased. Permission granted. An incentive of 5 rupees per successful artificial insemination should be given to the milk collection centre per calf. The improved fodder seed to be supplied to members with 50 percent subsidy and non-members at the original price.

4-11-1976

As per the original contract valid till 30th November 1976, milk was being sent to Delhi milk scheme. Now contract had to be executed. Proposal to purchase a new tanker to send milk to Delhi approved. Decision to purchase one more cream separator taken and approved. For all the employees who moved with tanker or trucks or work at chilling centre, there was a possibility of accident and therefore they should be insured under Janata Scheme by paying the premium by union. Government had stopped a grant of 500 rupees per new cooperative society which it had been giving earlier. Decision taken that union should give this grant from its own fund for the proposed 45 milk societies. Likewise the subsidies for the milk collection centre personnel also decision was taken.

4-5-1977

State committee had decided that the payment price of milk for summer should be increased from Rs. 27/- per kg fat. Decision accordingly taken. The chairman proposed that the labourers who had to work in the night many times were not given any extra payment. Many times, because it took time to fell the tanker and that also got often late they had to wait. Thus, decision to increase their minimum wage to Rs. 6/- per day. Earlier in January 1977 the price of ghee was Rs. 22/- per kg which due to lack of demand was reduced to Rs. 18/- per kg which since May 1977 was to be raised to Rs. 20 per kg because of market prices. Till recently the non-official member was not paid either the Travel expenses or meeting allowance. It was decided that the nominated member should be paid actual bus or train fair plus 15 rupees per meeting allowance from the beginning.

29-9-1977
Compared to last years profit of Rs. 28,6,000 this year the union had made a loss of Rs. 2,10,038 but after taking into account liabilities and assets, there was not much loss in effect. The reason given for loss was the payment of higher milk price per kilo fat. Further the initial cost of milk collection was also very high besides which the state government had not given subsidy for the spearhead teams so far.

Decision was also taken that union should buy shares worth 1,000 of rupees of cooperative dairy federation to become its member. Further, whatever change would take place in federation by-laws would be applicable to the union. Losses incurred on account of excess rain because of which milk could not be transported to Delhi and closure of procurement in their days was also approved. It was learnt that many delivery milk booth agents took deliveries from union in their name and supplied milk to Hotels and sweet milk shop and yet earned 8 paisa per litre commission. It was proposed that rather than allowing booth agents to do it union should directly sell milk to these people and save the commission. Suggestion was approved. The milk price was reduced as per the directions from state. 

For village where the roads were not in proper condition. Suggestion was made that proposals from these villages should be invited for being considered by the agriculture produce committee for giving grant for road construction. 

24-4-1979
The state government’s representative felt that loss of Rs. 7.78 lakhs shown against last years profit and loss account did not appear to be appropriate. It was suggested that capital investment account and other details should be worked out again. The problem of discrepancy in the weight of milk tanker supplying milk to Delhi milk scheme frequently was considered a very serious problem and it was suggested that Chairman should take up this through matter demi-official letter with state government to avoid the losses. On perusal of tentative income and expenditure account from July 1978 to March 1979 it was learnt that gross loss was about Rs. 19,000/- which after provision of managerial subsidy would be reduced to Rs. 4,000/-. It was suggested that the chairman should review profit and loss account every month and try to reduce the losses. Rs. 5 lakhs would be transferred to NDDB in December 1979 for the erection of chilling plant.

7-6-1979

As per the instruction from State Dairy Federation substantial amount of ghee should be sold to Nathdwara Temple worth even if disputes about sale prices existed. It was decided that in the new milk collection centres where no commission was paid till these societies were formed losses were incurred occasionally which union should bear. It was noted that very often the driver in order to earn additional daily allowance delayed the return of tanker from Delhi. Therefore, driver and helper from December 1978 were to be given special allowance of 35 rupees per trip. The person who traveled with trucks for procurement of milk had to be paid 75 rupees per month for extra duty from December onwards. A special allowance of 15 rupees sanctioned for the cashier also.

3-4-1980

The Chairman suggested that to make union viable and profitable milk collection should be increased, per litre procurement expenses should not exceed 8 paisa, circular routes should be designed, membership should be increased, and non-viable routes should be immediately closed. Non-viable societies should be made viable. For some of the administrative positions which were necessary for the union but were not approved by the federation it was decided to continue them because of their importance. For other vacant positions union was making efforts.

The Chairman informed that the milk chilling plant was no more under the control of union and the only task of union was to procure milk and to provide training to farmers. Thus decision was to be taken whether union should retain milk, ghee and cream distribution work with itself or hand over the same also to federation. Further it was also to be inquired as to what commission for various products distribution was to be paid as per federation rules because no return orders were received.

4-12-1980

Chairman informed that Kobadi route had been closed down because of losses. But it was necessary to collect milk from some of the societies because of which route was partly in operation and it was suggested that a smaller vehicle should ply on this route. The three non official members of the union suggested that milk price should be increased in view of the very serious drought prevailing in this district. Federation representative informed that the milk prices were fixed up by a committee state level and it did not appear that it would be possible to increase the same. Members insisted that Chairman should pursue with federation. The members inquired as to what will be the alternative or implication of losses incurred on account of defect in chilling plant. The Chairman suggested that this problem need not be discussed at this stage because it was not likely to occur in view of the plant being very new.

Since the election of cooperative society is suspended as per state government orders thus the current members of the union need not be retired. It was suggested that those societies which had closed down should be revived and care should be taken that same people or management committee which had resulted in losses was not made in charge of the new society.

13-1-1981

Chairman suggested that those employees who had shown good performance should be given some award. The non-official member suggested that in view of the prevailing drought, collector should get the milk collection centre building constructed under drought relief. Collector asked for immediate proposals. It was also pointed out that in the neighboring region the milk price was 36 rupees per kilo fat were as in Haryala only 30 rupees per kilo fat was being given. Chairman was requested to pursue the matter with federation.

3-6-1981

It was mentioned that in some of the societies to complete the building about Rs. 3000/- more was required. Since union could not extend a loan to the societies, the amount could be advanced and deducted from the milk payment price. Or else, the societies could with draw their share capital after keeping minimum one share. After perusing the profit and loss account it was suggested that chilling charge of Rs. 6/- per litre being charged by federation were very high and federation should be requested to reduce the charges.

Because of prevailing drought, the deduction should not be made on account of short supply of milk to Delhi. Federation be requested to fill up the vacant positions of village extension officer and animal husbandry assistants. The chairman found that to popularize coo babool it be developed and distributed free of cost by bearing of the expenditure at union level.

31-10-1981

As per the federation’s two of the non-official members were to retire. A lottery was taken including the three names of non-officials and names of the two members picked out were then to retire from next general body meeting. The area operation for union were extended to part of Chitargar district. The price of ghee was changed as per RCDF instructions. 
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* Organizations do undergo the evolutionary pangs and thereby generate.


** because they would have caught even the small size fish affecting future potential of catch in the reservoir
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