UNIT- 8

DIAGNOSTIC METHODS :
QUANTITATIVE - QUALITATIVE

OBJECTIVES
After going through the unit, you will be able to :

)

understand structured observational methods - their basic properties and when to use
them ' '

differentiate diagnostic methods employing observation

follow the processes involved in individual interview

describe process involved in group interview

explain characteristics of an mtervuew Schedule/Questnonnaure
appreciate the importance of survey feedback |
use projective methods

collect data using Archival/unobtrusive measures

undertake further investigation of content-analysis.
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8.1 INTRODUCTION

After exploring the conceptual issues in diagnosis, one would like to familiarize oneself with
specific diagnostic methods. The methods can be used in various names. But at their core only a
few substantive processes of obtaining data and sense of what is happening occur.

Schein (1988) observes "Basically, the consultant has only three different methods by which
he can gather data : 1. Direct observation 2. Individual or group interviews 3. Questionnaires or
some other survey instrument to be filled out. (P. 148 - 149)". Similarly, clear demarcation between
Qualitative and Quartitative methods is difficult to make as many qualitative methods can be
converted into a quantitative method ultimately. However, from the thrusts in the Data Collection

"process, the initial quantitative as well as qualitative nature of the method can be understood. Brief
outlines of some of the major techniques are presented below.

8.2 DATA COLLECTION BY STRUCTURAL OBSERVATIONAL
METHOD

Everyone observes people, things and events. Structured observational method means
planned, methodical and accurate watching with the subject observed, as far as possible, in situ,
that is in its normal setting. Tar *for example, a top management meeting from Which a consultant
wants to generate data by obseivational method. He takes the role of an observer. What he hears
and sees in the meeting can be converted into data if what he hears and sees can be accurately
and systematically recorded according to a plan. He may decide to collect data about interpersonal
communication in work situation amongst the top executives, or the decision making process or
the influence process. There can be a wide range of behaviour processes. :

Whatever he wants to observe, say for example communication, he should have a plan
and a distinct method. He decides to record for the entire duration of the meeting, (he has a choice
of random sampling of time or observing at a fixed regular interval) who speaks after whom (he
has a choice of recording who speaks to whom) on a sheet of paper in which the names of
members in the meeting are written. He draws a line between the first speaker and the second,
between the second and the third and so on in;almost a continuous flow of lines. He can change
the sheet of paper at intervals of 30 minutes: He thus obtains the graphic presentation of the
communication process for every half hour period. He can combine the graphs on a new graph to
obtain the picture of the entire meeting. He has an option of another method of observation. He
takes a sheet of paper, writes down the names or identifying marks of the members in a column
and the rows are divided into periods of 30 minutes. In each cell he enters the tally mark as a
person speaks. He can obtain thus the speaking frequency of different members. ‘
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The observational  ‘thod has been of wide use in almost all branches of science and
technology. One may recall the classical incident of observations made by Mendel, the originator
of the modern science of genetics. He observed the flowers of peas. He discovered the pattern in
the colours developed in the flowers and that formed the basis of his of theory genetic inheritance.
This observation was later replicated in numerous carefully designed experiments with many more
variables included. From a microscope to a telescope, from human perception and sensation to
space satellites - science has built innumerable instruments for observation. Itis needless to reiterate
that observational methods are fundamental to the medical profession. Having considered the
importance and the range of usage of this method it may be necessary to articulate some of the
properties and characteristics of this methods. - K

8.2.1 Some Basic Properties of Observational Methods

Earlier it was stated that observation is planned, methodical, accurate:watching. Some of
the properties that make it so are indicated below : '

1)  What s being observed must be observable. For example, behaviours are observable;
intentions are not, they are inferred. A process cannot be observed; observation of discreet
behaviour on a given point of time, repeated in sequence over a period of. time, when
conceptually linked up and integrated, the idea of a process can be developed inferentially.
One does not make a movie; one takes only a shot at a time; the sequentially arranged
shots make a movie. A shot can be observed. '

2) Whatis observed may be particular behaviours, settings, events or things..

'3) Whatis observed - the particular behaviours settings, events or things - must be relevant
to the aims of diagnosis directly; or indirectly through the variables interlinked in the
conceptual construct that holds the aims of the particular diagnosis. ' -

4) = Forenabling quantification, a set of behaviours is generally obtained. This can be had by
multiple measures in different settings. Composite measures can overcome the flaws of
individual measures and can provide a more complete picture.

'8)  The origin of whatis observed must be “in situ”. If a p’ersoh or persons are beihg observed,
the person or persons must be in their natural setting as far as possible.

6) Observes may make subtle changes without destroying the dominant features of the
natural setting. This is done to obtain greater clarity on tﬁé variable undéf study. But the
more the setting becomes contrived, the more the process tilts t_owarg".s experimental
methodology. . ' W

7)  Observes make choices in:selecting what they observe and edit the observed before,
during and after - knowingly @r unknowingly. This property'makes the observed particular
and not general; the moreteéxplicit thel choices the more.the scope forimproving the:

~'diagnosis. D ek i Sy

8) All orextensive iﬁformatioh about the ob%ié:?’\/ed phenomekrvﬁ;‘cjﬁ'cannot be ret:éff?lf“éd. Retention
of information after meaniﬁgful.reductioﬁ through careful selection and ?Scf_iit‘ihg, is called -
- "recording". For example, continuous video taped inforrﬁ(‘a‘tion by itself is 'r'iio‘tlthe"record'.
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9)

10)

It contaims much useless, extraneous, irrelevant informatior 'Vhenthe relevant portions
inrthe film are selected, edited, extracted and retained, they become 'records’.

Records by themselves are not data. When the records are encoded, thatis, simplified
through ratings, categories or frequency counts, they yield data. So, the original bulk of
material through recording and encoding generates data. Codes can be used during
observing the phenomenon when it occurs or later, when a record is available.

An observational study may aim at only description. It can also come close to experiment
when observational methods are employed for hypothesis testing or hypothesis
formulation.

Some of the major reasons why the observational methods are used and when they are
used are indicated next.

8.2.2 When to Use Observational Methods

The properties indicated above (8.2.1) may provide a good insight into why and when the
observational methods should be used. Some of these occasions are indicated below :

1)
2)
3)

4)

5)

)

7

8)
9)
10)
11)

12)

When a wide range of detail and immediacy are needed;
When the observed phenomenon needs to be modular and whole;

Atthe preliminary stages of an investigation to obtain information and an idea about the
relevant parameters of the study.

When any limitation of the subjects has to be offset, for example, when someone has to
articulate-his thoughts, say on values and norms, through subjective interpretation and
reflection and which he is not capable of doing.

When there is over-involvement of the subject in an activity rendering him unable to
articulate his action.

When the subject is not aware of the activities because they are habitual or culture
determined,;

When observed phenomenon is not an individual phenomenon (for example, many
interpersonal and group activities may fall in this category);

When the phenome'noh is fleeting and may not be noticed by the person;
When the subject's report might be distorted for defensive purposes;
When the subjects do rot have the language to'describe their actions.

When other methods are not adequat® to bring out data on variables like beliéfs, values,
attitudes, norms andbetter data can #&obtainedfrom the "acting out" of these variables;

When data neede&afe on the intimate relationship between the person and the setting,
the :ébntextual background of a behaviour or on the environment in operation with the
subject; :
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13) . Phenomena that are complex and multidimensional, whose naturainess is likely to be
significantly altered by other methods;

14) When individual behaviour and group setting needs to be observed:; -

15) When the variables are too dangerous to create in a laboratory; when excessive and
distasteful demands need to be made of the subjects and when laboratory inductions
are unrepresentative of everyday life; .

16) When data from actual actions are more important than the thodghts and feelings or self

reporting of intellectual résponses which can be contaminated with errors from numerous
sources; - ' -

-8.2.3 What is-observed

What needs to be observed emerges from the aim of the diagnosis or from the construct
formulating the aim. The observed phenomena can be extremely varied in keeping with the creativity,
imagination and skill of the diagnostician and the type of data that he requires: the need of the client
organisation; and the resources available. Some broad indications of behaviours commonly observed_
are indicated in the table 8.1. These behaviours are generally classified into four groups :

»

i) Non-Verbal behaviour (i) Spatial behaviour (i) Extra linguistic behaviour
(iv) Linguistic behaviour o "
Table 8.1 : Behaviours Analysed By Observational Method

-
1. Process dominant
A. Focussed more
i) Non-behaviour «a) Facial expressions
| b) Exchanged glances
c) Body movements including gestures
-ii). Special behaviour a) Interperson distance ‘.

+b) Spatial relationship
C) Spatial perception
d) Architectural perception
‘e) Gwnership, agguisition.and defence of one's territory
f}-Goversationgl.clustering
iii) Extralinguistic benraviour “:ay~Mocal (pitch,lqudnes;;zgmber etc.)

b) Temporal (duration of éﬁeaking, duration of utterances,
rate of speaking, rythm, etc.)
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c) Interaction (tendencies to interrupt, dominate, facilitate,
inhibit, etc.)

11. Content dominant _
i) Linguisticbehaviour a) Interaction Process Analysis (IPA).
b) Interaction process scores
¢) Member-leader Analysis

d) Behaviour scoree system

: In the above table only the observed behaviour of organisms (humans and animals) that
are studied almost universally and of importance to organisational diagnosticians aré mentioned. It
does notinclude observation of pnenomena other than behaviour because they are sO numerous
and varied. The characteristics of the setting and the context, come under observation. For example,
while discussing how to uncover cultural assumptions in an organisation, Schein (1985) observes
that one of the steps is "Systematic Observation and Checking" and states that "The outsider
engages in systematic observation to calibrate the surprising experiences as best he can and to
verify thatthe “surprising” events are indeed repeatable experiences and thus likely tobe a reflection

of the culture, notmerely random or indiosyneratic events" (p. 114).

It should be clear that what.has been presented so far is the basic active ingredient of
observational methods. It is like grains of wheat: whether one uses that for seeds, breads or cakes
is a matter of mode of working with those grains. Some diagnostic methods in which observational

_methods form the inner core are next discussed.

.8.2.4 Diagnostic Methods Employing Observational Methods

Of the diagnostic methods mentioned in the previous unit that depend heavily on observational
methods are presented here. This is not an exhaustive list but it provides an indication of applied
modes. The methods are : /

e Interaction process analysis

) lnterpersonal behaviour analysﬁ;rr

) Small group interactioh analysis:.
e Group process analysis

o Time stud)}; )

o Motion st'u_dy

A brief sketch is provided for these methods :

" Interaction P.fOcess analysis is based on studies of peer assessment, content analysis of value
- statements, personality tests. Bale's workon this method is monumental, and a great development
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has been madein its application as reported in his work (Bales et al., 1979)'. He originally formulated
12 interaction categories. Borgatta (1962) refined Bales's approach by dropping some categories,
subdividing some and adding a few more and formulated an 18-category system which is termed
as Interaction Process Scores. Using the interaction process analysis for analysing teacher
behaviour as developed by Flanders (1970), Pareek and Rao (1971) reported the study of teacher
- student behaviour, modifying teacher behaviour and enriching classroom behaviour of students.

Interpersonal behaviour analysis takes into consideration various aspects of behaviour for
analysis. For example, in the above mentioned study of Pareek and Rao (1971) the influence of
teacher behaviours (as expressed by the actual behavi~ ; of the teachers in the classroom) on
the students' behaviours, namely, on their initiative, depen.  ze- proneness, adjustment and group
cohesiveness was reported. Mann(1967) developed a 16- itegory system of analysis divided into
four areas : Impulse, Affection, Authority relation and Ego ¢ ates. Some others used categories like
Assertiveness, Withdrawal and Support of the TA categories like Parent, Adult, Child and so on.

Small Group interaction analysis focusses mainly on 'members' communication with each other
and its implications. Most often this technique is employed in understanding the processes involved
in one or a series of meetings. AnillL.cration of this techniqu.a has been provide atthe beginning of
the section 8.1. ‘ '

Group process analysis is very similar to small group interaction analysis, and often the distinction
between the two are blurred. This method is useful when a group is evolving from a collection of
strangers towards becoming a team or when an existing t¢ am is breaking up. It can be used to
study some of the processes like inclusion-exclusion, exercis' g power, emergence of interpersonal
affection, integration and disintegration, cooperation and cc 1flict, leadership, cohesiveness, and
emergence of norms, customs ad values in the group. -

Time study, Motion study, Work study are basically borrowed from Industrial Engineering discipline
- inwhich categorised reporting of actual engagement behaviour on job with machine, their sequencing
and flow are studied. These studies bring out the patterned behaviour of the observed as well as
the efficacy of the system - their utilisation, blocks in the system and ways to simplify the system.
This is most widely used on workers, or on the combination of worker and machine. It has been
used to analyse utilisation of machines on a shop floor. The method has been used to analyse
utilisation of machines on a shop fioor. The method has been used also with the management staff
of analyse how managers spend their time and what they actually do. Often work norms, job
description, job analysis reward-punishment etc., are determined using these methods.

Task analysis, a modification of the work study method, is used to.analyse activities and
tasks performed by the employees in the perspective of the relevant mission, goals and objectives
of the department and the anticipated roles to be performed by them. The method brings out clearly
- the gaps between the professed, expected and the actual in mission, geals, objectives, roles,
activities and tasks and enables to locate the areas of change and ascertain development need.

8.3 INDIVIDUAL AND GROUP INTERVIEWS

~ The two methods are described below in sequence. - "

A
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8.3.1 Individual Interviews

Interviewing is a transaction between two persons in a face-to-face situation where one of
them, the interviewer, asks the other person - the respondent, questions relevant to the aims of the
diagnosis.

There are mainly two types of interviews : structured and unstructured or standardized and |
unstandardized. Ina standardized interview, a questionnaire, which is called an interview schedule,
is used. The questions and their sequence are unalterable. Some flexibility may be provided but
that too has to be predetermined, Preference is for fixed adherence to the schedule. One can
imagine, for example, the chaos tha’ wi" be created in pooling and analysing the information if
departure from following the fixed inter - 2ws schedule is allowed in a large programme, like national
census, where the response is elicited by a large number of interviewers, spread over the country,
with respondents mainly rural and illiterate.

Unstandardized interviews are open and flexible. No interview schedule is used. The questions
asked, their content, sequence, words used, the way they are asked, the build-up of the perspective
depend entirely on the interviewer. It is a dynamic interaction between the interviewer and the
respondent. '

In the process the following factors are very important :

e The skill of the interviewer,

e his creativity,

e hisintuition, ‘

° hie ability to create a productive atmosphere through building a good rapport so that

the respondent feels motivated to share more of whatever (information, knowledge,
experience, ideas, opinions, values etc.) the interviewer wants to obtain from him,

e theinterviewers data-sense and ability to discrimjnéte at once the value of the recordable
material from the wide range of information the respondent is likely to provide and
swillfully steer the course of interviewing accordingly.

A great bulk of data is being generated almost every day by different professions (medicine,
psychiatry), different disciplines (psychology, sociology, politics, economics etc.)), different agencies
(government, news media, universities and institutions). From the broad range of the usage of
interviewing. One can imagine, how many job applicants (from a casual labourer to a managing
director) face an interview board every day in the world! How many persons are being interviewed
about their choice of a particular brand of tooth-paste or a Prime Minister!

i) Categories of Interviewing :

Y

Major categories can be identified ée..foilows :

a) Medical, Psychiatric and counselling interviews where tHe patient-respondent initiates
the interview with a hope to obtain help.
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d) Investigative interviews when the purpose is not healing, helping or research but to

The classifications menﬁoned above are not all-inclusive. Interviewing conducted for
organisational diagnosis is a specia{l category by itself. It builds its technique from the techniques

used in the above mentioned-classnfication, yet it has a distinct identity of its own, Diagnostic

extemal but may also be internal to the organisation and so is the réspondent - most often interna|
but may be external too. '

ii) The Process of ‘Interviewing
The process of a structured interview includes the follbwing four major steps :

1) Creating or selecting an interview schequle (aquestionnaire containing one or more
sets of questions, statements, pictures or other stimuli to evoke responses) and a set
of standard rules or procedures for using the schedule: ° v

N

2) Conducting the interview;
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3) Recording the responses (paper-pencil notes or tape recording etc);

4) Encoding

The material thus collected may be subjected to '‘Content Analysis'. Sometimes without
going into the specific steps involved in scientific measurement, an attempt is made to bring out
meaningful patterns of responses; or a few broad categories relevant to diagnostic purpose are
worked out with the frequency tallies for each category. The quantification mainly depends on the
kind of questionnaire used. If the questions in the questionnaire have responses with scale values
(as in Attitude Scales) quantification and subsequent analysis is easy. When the questions in the
interview schedule, even though there is a sequence for asking them, are themselves open ended,
the response has to go through content analysis for quantification.

iii) Characteristics of an Interview Schedule :

An interview schedule should have questions that are clear in meaning, avoiding words
with multiple meaning, ambiguous words, ambiguous sentence construction, and constant and
sharp focus on the issues relevant to diagnostic objectives. A lack of appreciation of the rigour and
discipline that the preparation of an interview schedule needs and the necessary background and
experience of the diagnostician can make the interview schedule, and consequently the interviewing
itself, defective and poor. It requires a great deal of planning, prior study, and experience to produce
a good schedule.

a) Kinds of schedule : information and items :
Three kinds of information are generally sought

i)  Introductory information that gives objectives and the perspective of the interview and
identifies codes for storing and retrieval;

i)  Information that meets the substantive purposé of the interview;

iy Background information that generally includes the sociological and orga’nisational
information about the respondent.

b) Schedule items :

There are generally three kinds of schedule items in use :

iy Forced Choice or Fixed Alternative items where each question has fixed two or
more responses from which the respondent has to choose only one item. These
alternatives are generally 'Yes-No; Agree-Disagree'. Sometimes a neutral altemative,
'Can't say, Don't know, Undecided' is offered.

ii) Scaleitems: A modified version of Forced-Choice-item schedule is a Multiple Choice
scale where the choices aré arranged on the basis of a scale value. Here the responses
are not dichotomous but they are graded according to the degrees of agreement or
disagreement.

For example, a Likert—type questionnaire containing 5-point summated rating scale
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items can be useq as interview schedule, parﬁculady with a sample Population which
“Cannot fill-up a questionnaire because ofilliteracy,

iii.  Jpen-End items are those that only provideq an anchorage for response, a frame of
reference, but no indication is provided about g possible response. Sometimes open
endedness js reduced by focussing the question slightly restrictively, yet it retains the
full freedom of the respondent in answering the item in his own way. Examples of
these two aspects follows :

a) An organisation depends on individual work and teamwork. What is the state of
teamwork in your department ? ‘

b) Inawork team, members share a common goal. Would you say how itis here in
your departmentaj teamwork ?

Some thumb rules for preparing structured questions :

i) The question shoulg be related to the objectives of the diagnosis and the specific
aspect that is relevant to the diagnosis.

ii) Ambiguous statements of the messages contained in them should be avo_id‘ed.‘

i) Type of question should be right and appropriate. Some information is better

like "Do you think that the employees here can draw cash payment from
accounts section any time during the working hours?" can be answeredin® ,-
No categories and an open-end option will not provide a great deal of informz  )n.

does not have.

, vi)  The question should not probe in_fg privadx or demand‘\;t)ersonal or delicate
\ material that the respondent may-resist or hesitate to answer.

vi) Loading a question with r esponse that has social desirability should be strictly
avoided. ; R (RS

viii) Languagé should be such that the respondénts understadd;the questions fully.
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iv) Some Aspects of Interviewing Technique "

The actual process of interviewing, the speaking of questionsand answers, is directed
in such amanner that all relevant information is elicited. The technique of interviewing,
as distinct from the construction of interview questions, includes all spontaneous,
unplanned behaviour of the interviewer relevant to some pbasic conditions for successful
interviewing: Ve

a) Motivation of the respondent : The interviewer must make the temporary system
prevailing between him and the respondent stimulating, enjoyable and rewarding for
the interviewee. Grudging compliance, reluctance in going through the protocol of
responding, indifference, non-caring, lack of seriousness produce scanty data and
often unreliable information. The interviewer's sensitive, open, spontaneous, warm
_transactions help. Programmed, insincere, rehearsed behaviour renders the situation
lifeless and such behaviour of the interviewer is 'seen through' by the respondent.

b) Ability of the respondent to recall or construct the required information. This is
|east affected by the interviewer's skill. This is triggered by the predetermined content
of the inquiry. Thisis a function of the substantive demand of the interview. When the
respondent understands the value, meaning, significance and importance of the
interview and is motivated, he tries hard willingly to recall the data and supply the
information that completes, according to him, the gestaltin the information gap, and
he works up the aseociative network of ideas in his mind to help out the interviewer.

c) The understanding of the respondent relates to two aspects : firstly, the
respondent's understanding of the content of the specific questiorand secondly, his
understanding of the role of a respondent and clarity of the tasks to be performed in
that role. Itis often necessary for the interviewer to define thatrole to the respondent,
train him, provide him scopé to practise it and provide feedback with quality control.
This is done in a subtle manner in short period of interviewing when the respondent
may not even be aware of these activities performed by @ skilled interviewer.

d) Introducing the interview to the respondent. The interviewer begins by identifying
himself, the agency or firm from which he comes, with a little of his background. The/
purpose of the interview, the method to be applied, how the respondent has bee
selected, the amount of timethat will be needed, the confidentiality of the informatip’n
provided, and the psychological safety ofthe respondent are indicated. He also mentions
the interest accorded to the study by the higher authority in the organisation.

The'ﬁext step is clarifying the respondent's role and his tasks and elucidating how the
intervjew would be conducted. This he may do as a trial run by interviewing the
respehdents on a féw general issues.

e) When the propef intervie\)y begins, the interviewer.may demonstrate the following:
« Brief expressions of understanding and interest

e Brief expectant pauser
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o Neutral requests for additional information

e Echo or near repetition of the respondent's words,
e Paraphrasing Summarising or reflecting respondent's expressions
o/ Reques;s for spe_cific kinds of additional information
e Requests for clérification ) '
. e Repetition of primary questioh
8.3.2 Grdup Interviewing

Group interviewing, like the unstructured, open-ended individual interviewing is also a
qualitative technique and the two methods are very similarin their essence except that the respondent
now is a group instead of an individual. A group brings along with it the interplay of forces of group
dynamics.

The group interview methed involves convening groups of emplo‘y,eesk to discuss about
their organisation or some specifii. .-~ acts of organisational life and functioning in which the
diagnostician is the interviewer as weli as the moderator. s

The process of the interview involves the sequ‘ehcing of activities in three}stages, a) Planning,
b) Interviewing and c¢) Data Analysis. '

a) In the planning stage, the diag:. - =% takes care of the following :
i) theapproval of the powers - that be;

i)  creation of a small task force that is a team of internal employees to organise the
groups enabling him to conduct meeting;

i) developinga sampling plan of creating groups for each level of employees.

The principles of purposive, stratified r=ndom sampling can be adopted.
Representativeness being a factor the number of people involved at different levels
vary. The pyramidal nature of the organisational structure implies that the number of
- groups in the upper level will be fewer than the number of groups in the lowest level.
The percentage of employees included in the sample in the higher level, because they
are less, will be higher than those at the lower level. Care should be exercised that the
groups at the lower level are representative of those levels. Random sampling helps.
If all employees, specially executives, are not being interviewed, explanations need to
_be given to those who are not being included lest they feel they are being rejected. The
main criterion for creating groups is that people should be homogeneous to the extent
that the shared perception of tHé group can be treated as the representative view of
that class and therefore the people calied in may be from the same level, same
department, same ‘background of doing tasks and work experience. They can be
heterogeneous in respect of age, sex, speaking behaviour, extroversion-introversion
etc., such that the variety stimulates greater interactian. ' ' ‘
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iv)- Arranging space (rodin,' hall, v'eran’a‘ah, /léwn_) that is free from disturbances (noise,
" telephone etc.) and allows confidentiality and Psychological safety. He makes the seating

V) Making plans for the numberof persons to be incldded in the group. Generally a group
' continuing 1- 15 members yields a good discussion. Having more people makes the

additional groups‘bﬁcom'e unnecessary.

Vi) Making Plans for the open ended questions that the diagnostician wants to explore,
o ' 54 diagnosis and for Sequencing of those questions. In g group
discussion he may not load the discussion with too many items. Generally 5-10 items
are adequate. The discussion may last for about two hours.

b) Conducting the Gr/'dup interview :

« , Inconducting the group interview the diagnostician may do the following :

iii)‘ Create an atmosphere of confidentiality and psychological safety;

i\;) Build up épport; A

V) desbribe how the interview would be conducted and the roles of the respondents and
the ip)ewiewer; ’ RS

vi) lhtroduce a question for eliciting group discussion; . \\

vii) - Make no active intervention; | |

viii) Probe the points réised;" 'paraphras-e,,f'sum arise from time to time accordings/to the
- Pprocess outlined iq indM;dual interviewing, do the gatekeeping and o

X) Conclude the interyieWing.

- In conducting the inten?iewiﬂg the se'nsﬂi\A/ity, Particularly the skill of the diagnostician in
conducting the group discussion, is of tremendous significance. Candid explorations help the
process: The group may be frozen in silence or the discussion may be very turbulent and between
the two extremes all kinds of behaviours are possible. The discussion may be dominated by a few
leaders or emerging spokesmen or may be évoid'e"dy by silent or withdrawn people. The diagnostician,
without dominating, uses bis expertise based oti’] is experience of working with groups, to evolve a

'

productive session where ideas flow'r’rj,g_a'ximallyT '
- ) Analysg§ of the data obtained in Group Interviews HE

The ideas that are generated inthe discussion need to be recorded. Tape recording takes
in everything that js said. ltis an advantage. But it may inhibit people from sharing their views; may
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violate confidentiality or may trigger thoughts and doubts about it. Some statements containing
serious, secr_‘et, insightful, information that the respondents intend to make "off-the-record", are
generally not made. On the other hand, the diagnostician with his colleagues cannot keep everything

in their minds. Paper-pencil recording is generally a midway answer between the extremes. For
that purpose it is necessary to have an associate with the diagnostician.

The obtained material is subject to content analysis. Progressively emerging categories
can be utilised or predetermined content categories can be utilised. Statements can be sliced and
- phrases can be taken out and put under the major heads. ‘Verbatim quotes are avoided from
analysis'. Patterns are discovered and the associative network is established. '

The diagnostician finally prepares a report that portrays the perceptual world of the
respondents as seen by the diagnostician. It presents the issues after issues that are embedded in
the material and the patterns discovered within each issue. Verbatim quotes emphasise the tone
and feelings of the respondent. The diagnostician provides a synopsis of the broad themes and
trends he has observed. The report, though a product of a qualititative and subjective process, can
‘be precise and systematic, presenting organically the live world of the respondents perceptions.

8.4 SURVEY FEEDBACK

The basic methods of data collection have been discussed earlier. Some distinct methods
have evolved using these techniques. These methods are briefly described below. Survey feedback
is one such method that consists of obtaining data from employees of an organisation through the
use of a questionnaire, sometimes supplemented by individual and group interviews and observation.
The data are statistically analilsed and feed back to the management and also the employees that
generated itand to the work group who diagnose the problems again and develop action plans for
solving those and other related problems.

Survey feedback constitutes an important stream of organisational change movement. This
method was developed through years of work from 1947 onwards at the Survey Research Center
at the University of Michigan. Of the attitude scales, three types are‘prdminent : Thurstone type,
Likert type and Guttman type. This 'Likert scale' which Rensis Likert developed in his Ph.D.
dissertation "A technique for the measurement of attitudes," forms the heat of the questionnaire
used for survey feedback method. In the words of Rensis Likert, "In 1947, | was able to interest the
Detroit Edisoon Company in a company-wide study of employee perceptions, behaviour, reactions
and attitudes which was conducted in 1948. Floyd Mann, who had joined the SRC staff in 1947,
was the study director on the project. | provided general direction. This led to the development and
" use of the survey-feedback method" (French and Bell, 1991). :

Based on the basic principles presented by Likert (1961, 1967) an Inter-Company
Longitudinal Study (ILS) was started in 1966. This instrument was revised several times to evolve
the present form. Taylor and Bowers (1972) p'rc';‘vide extensive information on its construction,
reliability, validity, and theoretical background. The questionnaire elicits data from the following
major areas : a) Leadership b) Organisational Climate and c) Satisfaction.

The dimgnsion under a) leadership are: i) Managerial support, ii) Managerial goal emphasis,

!
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iii) Managehél work facilitation, iv) Managerial interaction facilitation, v) peer support, vi) peergoal
emphasus / v‘u) peer work facilitation, viii) peer interaction facilitation.

> . D) /'C‘rgamsatlon Climate' contains the dimensions - ix) Communication within company,
x) Motlva n, xi) Decision Making, xii) Control within company, xiii) - coordination between
departments, xiv) general management

.~ The third area 'Satisfaction’ éqntams the dimensions - xv) Satisfaction with company, xvi)
satisfaction with supervisor, xvii) satnsfgctlon with job and xviii) satisfaction with werk group. In
addition, there is a space provided to include questions about particular concerns in an organisation.
Background informa}bf/\%ﬁ the correspondent forms the last part.

- The steps generally involved in the survey feedback :

1)  Organisation members-at the top of the hierarchy are involved in the preliminary
planning. \

2) The questionnaire is administered to all members of a particular organisation, plant,
unit or that part of the organisation where the diagnosis is focussed.

3) Survey conducted using the questionnaire developed by the Institute of Social
Research (ISR) (and available also in Taylor and Bower, 1972 with the Key) requires
the analysis to be done by ISR. This stipulation makes it difficult for Indian organisations
to useit. Itis also not necessary as quite a few Indian instruments are available.

4) Data are fed back to the top executive team and then down through the hierarchy in
functional teams. This "waterfall" approach is generally in vogue but may not be
necessary.

5) Ineach presentation meeting comprising the head of the team and his subordinates,
(a) data are discussed and interpreted, (b) plans for constructive changes are made
and (c) plans are made for the introduction of the data at the next level.

0) Most feedback meetings include a consultant who has helped prepare the superior
for the meeting and who serves ase resource person.

- |n many organisations |'?may be necessary that the Chief Executive Officer sees the results
/ofjesurvey first and initiates the plan of cascading the sharing of information. The diagnostician ‘
“makes gpersonal presentatloh of'the findings tg the Chief Executive Offlcer and to others in the

subseql:rént meetings. \\

In Ind/ the first use of the survey feedﬂeck method was used by Chattopadhyay in 1967.
He evolved-hisown mstrument which went through several revisions. He and his associates used
this method in a large number of orgamsatuons some of which are very large like BCCL, CCL,
ECL, BHEL (Bhopal). BHE“L\(Hyderabad) in the' publnc sector ECC L&T, TISCO Collieries, TCIL,
SAMTEL in the private sector, to cite a few mstances The questlonnalre has been provided inan
earlier unit. Similarly MAO(C) developed by Pareek (which has been prowded in an earlier unit) has
been used for survey feedback ina W|de variety of orgamsaﬂdns For conceptual discussion see | |
Rarekk 1988 (speciaily Chapters 9 and’ 19) To d|st|ngwsh his approach from Survey Feedback ’
method of ISR, he has,teny\ned itas 'Feedbackaurvey asitis essentially a survey of the feedback

' N A .
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that the employees may provide to the management about their managing the organlsatloh through
the medium of the diagnostician. This part of the process is the core aspect in dmgnosns Survey
results to be fed back to the employees constitute the second stage as an intervention method :
8.5 PROJECTIVE METHODS, ARCHIVAL METHODS |
UNOBTRUSIVE MEASURES AND CONTENT ANALYSIS

8.5.1 Projective Methods

Man's inner world about which he may not even be aware, tends to find expression through
projection which is a well known psychological phenomenon. Motives, emotions, values, attitudes
and needs are quite often projected outside the individual onto some external object. This property
of the human personality is utilised in his method. The more unstructured and ambiguous a stimulus
the greater the projection. When the stimulus is ambiguous and unclear, the subject "choo.ses" his
own interpretation from within. Famous projective tests are Rorschach, TAT (Thematic Apperception
Tests) P - F tests, Role Playing, Sentence Completion, Drawa picture, write - a - story, complete -
a - story; writing essays using finger paints, playing with dolls and toys are some examples of
testing employlng projective method. \ —

Thé projective tests are categorised on the basis of types of response - i) A]SSOCIatIOF.\ i)
Construction, iii) Completion, iv) Choice ordering and v) Expression.

Association technique requires the subject to write (or tell) the first thing that comes to mind ©n
being presented with a stimulus. For example, a series of inkblots of varying shapes and colour's
are used in Rorschach as the stimulus material.

Word association is another such methoa where the subject is asked to respond with the first
word that comes to mind, or as many meanings as possible, on being presented words successively
from a word list containing both emotionally tinged and neutral words.

Construction technique requires the subject to construct, to produ.ce something usually a story
or a picture, on being presented with a stimulus, often a standardised one. An example is TAT
where subjects are shown as unclear picture for a few seconds and is asked to develop astory on
what he saw. .

Completion technique requires the subject to choose an item that appears to him as mGSt relevant
correct, attractive, preferred and so on from among several items. It can be a choice from a pair < .
items. In place of choosing one, the subject may be asked to rank order the choices.

Expressive technique is like the construction technique but the emphasis here is on the proceés
of construction : the manner in which it is done not on what is done, not.on the end product.

In Indian organlsatlonal studles TAT as developed by McCIeIIand and his associates (/-
Clelland et al. 1953) has been used W|dely to d|agn<‘zse the motivational prof"le (Achievement, Powe.
and Affiliation) in organnsatlons Cantril and Frege. (1 962) dewsed a snmple rojective technique
which they called a 'Self-Anchonng Scale that consisted of utlllsmg plctur.e of g 1 0-§fep ladder. The
top and the bottom rungs are defi ned by the respondents from their own J[ansactuonal view of their
subjective worlds as life at its best and worst. Ten steps represent the llfe-posmons between the

b '\ -
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two extremes. The respondent was asked; "Where he stands on the ladder today, with the top
being the best life and the bottom being the worst life; where he stood in the past and where he
thinks he will stand in the future." The responses on the definitions of the best life and worst life are
then subjected to content analysis. The specific positions on the ladder representing the present,
past and future, provided the quantitative measure. Cantril and Free used this technique to bring
out the hopes and aspirations, fears and apprehensions, both at individual and national levels, ina
multinational study and established the predictive validity of the test. Chattopadhyay (1970, 1973)
used this technique in several Indian organisations to measure aspirations and apprehensions of
employees in an organisation. Techniques like 'draw a symbolic picture' of the organisation have
been used quite often. For example, Nambudripad and Singamani (1980) mention using ‘Fantasy
Sharing' and 'Drawing a picture of how each one saw himself in relation to the hospital' in the OD
programme in a hospital.

8.5.2 Archival Methods and Unobtrusive Measures

Every organisation collects volumes of data from their day-to-day operations, for example,
data about accounts and finance, material, productivity, rejects, repairs costs, complaints, turnover
or employee behaviour like absenteeism, punctuality, tumover, accidents, grievances. These often
vary s;ystematically, and as a routine are collected and stored in the record books and in the computer.
The data are not in one place; they are scattered but they are there. This store, with undefined
loczition and boundary, can be conceived as 'data bank' or the 'archives'; and hence, the name
arc.hival methods. Similarly Webb et al. used the term Unobtrusive measures. The measures are
urobtrusive because in collecting them one does not thrust oneself upon a respondent to obtain
icleas or information. A fingerprint on the dagger or the washerman's mark on the shirt can have a
1.ale-telling effect in the court room. Holmes, Poirot and millions of their readers believe in it, doctors
use it every day; by the diagnosticians this archive of unobtrusive data remains largely unutilised.

The major property of archival data is that they exist there are records of behaviour, actions,
.events and things and their ¢ ‘lection is relatively nonreactive. it does not disturb anyway the person
or the setting that originated tne information. Jt also does not get influenced by the diagnostician's
_ biases. Strictly speaking, these data do not have any subject or respondent.

It is often quite easy to recognise archival data, largely due to their matter-of-factness;
sometimes it is not as Watson and Hastings found out to their dismay. It was rare to construe that
the 'carpet wear' can be an unobtrusive measure of 'popularity of an area; or ‘the number of cigarettes
'smoked' as an indicator of 'tension in meetings' till Webb et al. (1966) drew our notice to such
evidence. ' t ~

From the haystack of information how one finds the needle of the data depends upon the
questions the diangostician has in mind. To respond to this question one can look at how John
Naisbitt (1982) produced his renowned work 'Megatrends'. He amassed archival data from
newspapers and subjected them to content analysis. In his own works, “The methodology we
have developed is also free from the effect of biased reporting because it is only the event or
behaviour itself that we are interested in... Staff continually monitors 6000 local newspapers each
month.... | have read thousands of other newspapers, magazines and journal articles..." (p. 5 & 8).

Principles of both deductive and inductive logic are in operation in dealing with archival
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data. The diagnostician har ‘o identify his question first. The question emerges from the theo. .. a|
construct or the conceptuai  mework within which he works. Extehding the construct one obtains
the hypotheses. Hypotheses generate questions. Answers to the questions can be obtained from
physical realities. These physical realities are captured in data. Data from different areas are
converged inductively to accept or reject the hypothesis.

’ Mirvis (1980) provides a‘brief but comprehensive coverége of this subject.
8.5.3 Content Analysis |
/ J "’ . _ ) ’ “/

- .. Content analysis as a technique has been mentioned above a number of times. A good
example of content analysis is Naisbitt (1982). Content analysis is a method of studying and
analySirig;t:o’rr)mynication, informatio"n or any symbolic behaviour in a systematic, objective and
quantitative manner to measure variables. Holsti_(1968) defines it as follows "Content analysis is
any technique for making inferences‘,,by systematically‘ and objectively identifying specified

characteristics of messages"; and provides an ex“cellént c;dverage;of the content analysis method. .

In content analysis, content of the information is éljbjected to coding. "Coding is the process
whereby raw data are ',systematically transformed and aggregated into units which permit precise
description of relevant content characteristics" (Holsti 1968). For.coding, the steps necessary are

(a) Defining the an/ivét;se' (b) Categories of analysis (c) Units of analysis and (d) System of

enumeration. These are briefly described below :
Py ,

a) Outlining the universe of the content : Based on the theoretical construct and the
hypoth,/eses,ft'hey variables are decided and the information that would be relevant is
determined. Outlining the relevant source of the data in the universe is necessary. The
categdﬁ/zaﬁgwoj thé universe, that is the partitioning of the universe, depends on the
variables aﬁdhypo/thesis. Partitioning itself also produces further refinement in spelling

- outthe varigbles of the hypothesis. '

: 'vb) Cfategdtjies of 'a/n,alysis : Selection and definition of 'ciat'egories that is 'pigeonholes’ into
whicH content units are:classified from the' critical part of content analysis. As many

quest/ions/that ';he diagnostics purpose raises, in as many ways the categorisation may
- ‘be made. §o.r’ney,of the types of categories generally used are listed below as an illustration: _

A 'Wﬁat is said' categories |
i) Subje/c':t’métter, ii) Direction, iii) Standgrd, iv) Values v) Methods; vi) Traits, vii) Actors,
viii) Authority, ix) Origin, X) Target, xi) Location xii) Conflict, xiii) Ending, xiv) Time.

B) - 'How itis said' categories

i) Formortype ofv-com,muﬂnications; what'is the méd‘i\um of corh'rfn'unication (newspaper,
radio, television, speech etc); ' ‘ '

. . DR ’ ',A:‘.”"_». - RSN ’
ii) - Form of statement. Whatis.the grammatical and systactical form of the communication?

ii) - Device. Whatis the theoretical or prOpéganda‘fﬁethod used'?
1n . ’ _ » ‘) RS

~
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.C)

d)

"Unit of analysis : Five major units of analysis are presents:i here : .Words, Themes,
Characters, ltems, and Space - and - time measures.

| The word : It is the smallest unit. Words can be simply counted and as_;igned to proper
~ categories.

The Theme : Itis a more difficult unit. Atheme is often a sentence -a proposition - about
something. Themes are combined into sets of themes. ltis a single assertion about some
subject. It is the most useful unit of content analysis. If self reference is the larger theme,
then the smaller themes making it up are sentences that use 'l', 'Me', or any other words
referring to the writer's seff. . . -

The Character : In this case the coder tallies the number of persons in a written text rather
than the number of words or themes, into appropriate categories. It is mostly used in
literary analysis.

The item : In this case the entire article, film, book or radio program is characterised. Itis
useful for coding great amounts of material when gross categories will meet the need.

The Space - time measures : These are the actual physical measurements of content,
e.g., number of inches of pages, number of paragraphs, number of minutes of discussion,
‘etc.

System of enumeration : These means how numbers should be assigned to the units.

The coder has to determine the unit intérms of which quantification is to be performed.

The first method is f}equency‘\ivhich is similar to nomial measurement : count the -
number of objects in each category after qssigning each-object to its proper category.
Stated otherwise, it is a method in which every occurrence of a given attribute is tallied.

The second method of quantification is ranking that is, the ordinal measurement,
'Judges’ can be asked to rank the objects according to a specific criterion.

. The third method of quantification is rating. Rating involves the issue of intensity of
measurement which cannot necessarily be satisfied by pure frequency counts. Rating
can be done by employing techniques of scaling like Thurstone's technique of paired
comparison. Judgements-are based on construct categories into which content units are
placed. Both rank-order and rating methods assume that content units are sufficiently
homogeneous on a single confinuum thet they may be usefully compared. T

Quantification becomes worthwhile, when the materials to be analysed are
representative and when the g;ategory items in the materials are insufficient numbers to
justify ‘counting .careful counting of items is essential. These criteria determine the
genéralizability-gf.the findings,.,

8.6 CONCLUSION:REMARIS

Finally it may be said that of thegnethods that have emerged in various branches of social

~ sciences, many have be_é;n;used, in th@j@i’brand names, in organisational diagnosis. At the same '
time, many of the brand ‘names of mefiypds that are utilised in diagnostic studies acquire these
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8.7 SELF ASSESSMENT TEST / QUESTIONS

1) Describe observational methods in detail ?
2) Explain survey feedback technique. When should it be used ?
3) Describe how one can diagnose through projective methods.
- 4) What do you mean by Archival methods and unobtrusive measures? Explain.

5) Briefly describe how content analysis is done,
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“UNIT- 9 INTERVENTIONS IN
ORGANISATIONAL CHANGE

Objectives:
After going through the unit you should be able to :
e define and explain the concept of intervention
) discuss. types of interventions ahd the occasior”  rtheir use
e obtain an outline of interventions
e identify the role of consultams‘gnq facilitators
e acquainte some interventions wﬁlilch are applied in an Indian organisation
e ' develop - fresh perspective on team building and leadership roles
Structure :
9.1 Concepts of intervention
9.2  Types of intervention
9.3 Intervention in an organisation
9.4 Description of some selected interventions in ¢ 1 organisation
9.5 Self-assessment Test / Questions
y 9.6  Further Readings

9.1 CONCEPTS OF INTERVENTION

The major task of diagnosis, as mentioned earlier, is to seek information knowledge while
the task of intervention is to act / take action. A clearcut line of division is not possible as knowing
and doing are inextricably linked up inhuman experience. In defining intervention, French and Bell
(1990) supports the view that intérvention is primarily concerned with activities directed towards
organisational change. They say "We prefer, however, that emphasis be placed on the activity
nature of interventions; interventions are “things that happen" activ:igel}iﬂ@ organisations life...
OD interventions are sets of structured activities in which selected organizational units (target
grorirs or individyals) engage in a task or a sequence of tasks where the task goals are related
directly or indirectly to organizational improvement" (p. 113).

The definition offered by French and Bell (and similar other definitions too) obviously pose
some problems. First of all, OD interventions are not the only interventions in organizational change
‘ itis only a subset of interventions. Secondly, emphasis placed on task may be re-examined as
thére are hundred other things than task that an organisation, even a work organis’ation, is
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preoccupied with. For example, personal development may notbe a part of goal directed tasks or
instrumental to the organization's improvement. Yetthe organisation may make provisions for it.
Thirdly, the concept of improvement is to be properly understood. In using the term ‘improvement’
~ conceptually a value notion of movement from 'bad to good', 'dysfunctional to functional', immature
to mature' is implied. Interventions are also needed to maintain the state of maturity if an organisation
has attained the maturity. The desire of a healthy person to maintain his health may require
interventions that may not be seen as improvement in health. Similarly, an organisation may need
interventions to maintain its present level of maturity.

The scope of interventions for man-aging change may be further elaborated if the concept of
organisational change proposed by Cha* upadhyay and Pareek (1982) is taken into consideration.
In their view, "Organisational change w. { be conceived as a relatively enduring alteration of the
present state of an organisation or its ccmponents or inter-relationship amongst the components
and their differentiated and integrated functions, in totality or partially, in order to gain greater viability
in the context of the present and anticipated future environment" (p. XV1). Any mental or physical
activity that introduces or facilitates the change in an organisationis intervention for organisational
change. The change activities, for example, as Chattopadhyay and Pareek (1982) observe, include

e amalgamation and bifurcation
e diversification, reorganisation,
e restructuring,

e change in design or the‘introduction of new systems encompassing the entire
organisations.

It will also mean change of people, task technology of the organisation. The change may be
directed to one or more aspects.

9.2 TYPES OF INTERVENTION :

Organisational change interventions could be divided into broad categories :

1) Intesventions thatare directed towards manifest change in the organisation : for example:
restructuring, re-organising, introducing new systems, diversification, etc.

2) - OD interventions that deal with processes, basic assumptions, beliefs, values, etc.,
which are underlying the manifest changes and directly or indirectly influence the
manifest changes. '

In this context it is worthwhile to note the observation of Bernstein and Burke (1989). "The
focus of OD interventions then is not the organisational system itself but the set of beliefs in the

minds of organizational members about themselves, their local work group, and the larger
organizational system". ‘

According to Bernstein and Burke (1989) the belief domains indicate the potential classes '
of variables that seem to be relevant for predicting organisational and individual performance and
include : 1) External Environment, 2) Structure, 3) Task requirements, 4) Leadership, 5)
management Practices, 6) Work unit climate, 7) Organisation culture, 8) Formal policies and
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4) the strategies and policies gu1d|ng the system

5) the norms (unwritten ground rules) or values of system
6) the attitudes of people toward : '

a) work

b) organization

c) authority

"d) social values

- 7) the distribution of effort within the system.

Most OD interventions in his view are aimed at the following :
a) increasing group effectiveness
b) improving the collaboration and interfaces
c) setting, sharpening, clanfylng and modifying organization goals

d) coordinating organization goals and individual or sub-group needs, values, and
goals. N

e) educational interventions to help with learning.

An a4tion research posture is appropriate for most interventions. It includes three aspects:

a) collecting information
b) feedingit back to the respondents
c) plénning action based on the information
Action directed to some specifics :
a) team development
1) new team
2) team goal setting
. 3) team task onenta’non
" 4) team relat|onsh|p
intergroup relat|onsh|ps i

b).

1) from cormpetition to collaboration
2) mirroring:-

3) problem confrontation
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procedures, 9) Individual needs and values leadingto 10) Motivation, 11) Individual and organisational
performance.

The interventions on the manifest system are occupied With 'what' or the actual content of
the changes in those domains. OD interventions deal with the changes in the mind-set that
determines the system and the change in the domain.

9.1 : Focus of the intervention

Static , Dynamic : Both
(Structure) (Process)
T Structured ® Reorganisation ® Motivation ® Survey and
H Feedback
E ® Organisational ® Development
Designing ® Role Negotiation
N | ® MBO ® Role Renegotiation
A N ® Work Review ® Mirroring
TT ® Differentiation ® Interaction
UE ® [ntegration ® Process Analysis
R R ,
E V| Unstructured ® . Team Development ® | Groups ® Process
E . ® Develof aent of ® Counselling Consultation _
ON Internal Facilitator Conflict Resolution
FT
| Both ® Job Enrichment ® Managerial Grid ® Confrontation
TO ® Task force Meetings
HN ® Interrole
E : ’ Exploration

Accbrding to Beckhard (1 982) interventions are behaviours that come duiring the ongoing
social process of a system. They many intervene or stop :

1) social interactioh between individuals
2) the interaction between groups

3) the procedures used for
a) transmitting information
b) making decisions
C) planning action
- d) reaching goals
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VGoaI setting and\pl_e;inning | e
1) Organization B
i) confrontation
ii) collaboration
2) group
3) individual performance
4) career
5) life

d)  Organization and environment
1) socio-technical systems
2) differentiation - integration \

/ -
Taking into account a large number of interventions they can be organised in terms of focus
and purpose. The focus of the intervention could beon.

A table is presented below in which foci are :

a) lhdividuai\q‘ntrapersonal
- | Interpersonal
b) Group
c) Intergroup
d) Organisation ¢

e) Outside environment

and the purpose of the intervention can be

a) Process centred |

b) Action centred

c) Feedback centred.

This has been presented below in a matrix form’in tables 9.2 and 9.3.
92 INTERVENTION MATRIX |

Focus of Intervention Problem Diagnosis " Process Centred *' - Solution of Action
Centred Intervention ( Intervention o Centred Intervention -

Intrapersonal o o

Internal "music" helping - Diagnostic instruments - Meditation , - Career of life planning

or hindering a person's e.g., FIRO and LIFO - - Time management action plan
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effectiveness - Personal growth course . Personal growth lab
laboratory Personal growth
laboratory
Interpersonal
Nature of interactions - FIRO, LIFO, SDI Transactional . Establigtung work
with others - quality, management analysis sem. contracts
amount, mode, etc. style inventories Problem solving - Third party conflict
- Management work procedures resolution
conference Effective
- Team building communications
. Human Interaction lab. workshops
Group Process _
How well group makes - Diagnosis via interviews Process reviews at - Team building

decisions, sets objectives
communicates, etc.

& questionnaires &
feedback
Role mapping
Team building
. Management
simulations

each meeting

Group process training
Process observer in
meetings

- Action planning

Intergroup process
Nature of interactions
between groups, quality,

Role mapping
" Diagnosis and feedback

Organization structure
charts

- Confrontation meeting
- Conflict resolution

presence of conflict, etc. - Mirroring Job Descriptions meeting
\ Decision making grids - Responsibility
Workflow charts charting
Organization
Type and effectiveness of - Surveys Policies & procedures - Work and system
organization structure, - S~nsing meetings for daily operations re-design
systems, clarity of between top Problem solving - Re-organization
mission, etc. mlanagement and processes or of structure
' lower levels procedures

Outside environment
The impact of - Establish Policies & Procedures - Open systems planning
government, competitors environmental sensing for dealing with - Creating special
customers, etc. mechanisms. government, position to lobby with

Open system planning
& analysis

Survey clients,
customers, etc.

Planning systems

government
consumers.
affairs deptt., etc.

. 9.3 : INTERVENTION MATRiX

INDIVIDUAL - GROUP (TEAM) | INTERGROUP ORGANISATION OUTSIDE
FOCUS FOCUS FOCUS FOCUS ORGANIZATION
. _ FOCUS
Harvard AMP Team Building Confiict Identifi- Change Agent Open Systems
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and PMD ‘OD Lab (Morton) cation & resolu- Training Planning
AMA Seminary Analytic Trouble- tion training Policy implica- Community
TRAINING Skill Training shooting OD Lab (Morton) tions - . Awareness
INTERVENTIONS  (Mgt. Superv.) Problem solving Collaboration Workshops - “Equal
Planning, Interv, Decision making Skills Magt. General Sys. - Opportunity.
etg., Economic Model Grid Phase i Theory Motivation Group Actions
Orientation Bldg. Mgt. Theory Leadership Consciousness
training T-Groups Grid-Phase || Theory Economic  Raising
(Sensitivity Model Bldg. workshops
Training) Mgt. Grid-Phase IV Cultural
Mgt. Grid-Phase | ' Orientatis
Transactional
Analysis -
Coaching Third Party Third Party Modelling & Strategic Business
Counselling Consultation / . Consultation Simulation, Planning
Career Planning (Facilitator Rcle) (Mediation Role) Human Resource Loaned Executives
: workshops Action Research Planning Programmes
CONSULTATIVE Assessment Projects Affirmative White House
INTERVENTIONS Centers Action Task Force Fellowships
Performance Organisation
Appraisal Planning, Action
Development of Research Projects
Selection Criteria
Entry / Role
Negotiation
Job Rotation Grup Problem Changing Reorganization  Collaboration
Job Enrichment  Solving Reporting Mergers / Workshops
TECHNO/ Job Enlargement Rearrangement Relations Acquisitions Common Conerns
STRUCTURAL Job Posting of Roles, Changing Matrix Policy Revision
INTERVENTIONS Promotion / functions, Work  Systems & Organizations Ad Hoc Groups
Demotion / Group Goal Procedures  Policy Revision  with Publics
Transfer Setting Ad Hoc Redefinition of  Flexible Work Impacted
' Task Forces Decision Making Schedules
Third Party Authority Mgt. Grid-Phase V
Consultation Confrontation
(Expert Role) Meeting
Arbitration
Establish or Group Problem Information Long-Range Elans Investqr Relations
Change Solving & Goal Flow Changes Goal Setting Community
DATAPROCESS/ Job Standard &  Setting (Computers) Changing Relations
FEEDBACK Feedback Data Collection /  Changing Reward Constraining
INTERVENTIONS (Personal Work "~ Analysis Systems Systems to
goals) (Survey Feedback) Eliminating Enabling Systems.

PR

Performance Punishment®  Mgt. Grid - Phase VI
Audits Establish Systems A
or change Group

- Work Performance
Goals.’ L /

Source : Jim Shuck and-John Adams., 1982

Brief descriptions of some spectific interventions that are often used are presented below.
Descriptions of more interventions that have been applied in an Indian organisation, as an illustration ’

of one case, is presented later.
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a) Sensitivity Training : Sensitivity training is also called as T-Groups (T for training) or L-

£

Groups (L for leaming). Thisis the heart of laboratory educatlon Thisi is ba5|cally a tralmng
based intervention. b \,

The core of the laboratory education lies in continuing education. It is laboratory
educatlon because its process is analogous to what happens m alaboratory. A scnentlst
generally motivated and mtngued to find out more about it. He (a) builds some hypothe5|s
(b) builds a network of ideas and converts them as variables and their interrelationship; (c)
collects data about those variables and their relationships; (d) examines the data; finds
out if there is a pattern in it and explores the implications of it; (e) on the basis of the
analysis of the data he accepts or rejects the hypothesis.;

In the learning laboratory a member is a scientist. If he is dissatisfied with his present
state of knowledge about himself or if he wants to learn more about himself, if he is motivated
and intrigued to do so, he will form a hypothesis (a) about himself - about his own behaviour,
its impact on others, his effectiveness and the relative fulfiment of the person he likes to
be or (b) about the group and its dynamics or (c) about the culture, and its norms, customs
and values, etc. Once he formulates the hypothesis, he takes the next step of defining the
associative network, collects data, analyses the data and accepts or rejects the hypothesis
about the propositions with which he started. This process may confirm his knowledge,
attitude, skill of behaviour and reinforce it. It may also disprove his hypothesis. Once there
is a disconfirmation, a dynamic situation occurs.* The person may reject the disconfirming
data to 'defend' himself. But data, if they are repetitive, are difficult to reject. Acknowledging
the existence of disconfirming data and pursuing the old behaviour, create cognitive
dissonance and disequilibrium. This generates a force inside the person which, supported
by his willingness, motivation and positively valuing growth, induces the person to change.

The focal interest in learning in a sensitivity training group varies immensely.
Sensitivity training is centred around individual learning where the learning process is
governed by the learner. There is no teacher. The trainer and the other members assume

“facilitating roles. Generally there are about 10 - 12 members with a.facilitator. The chief
“ content is experimental leamning. Ones experiences that emerge "in situ", thatis, 'here and

now' experiences, are the source of data.
The goals of the laboratory according to Benne, Bradford and Lippitt (1964) are :

..increased awareness of and sensitivity to emotional reactlons and expressmn in himself
and in others... "

"... greater ability'to perceive and to learn from the conséddences of his actions through
attention to feelings, his own and others'

... ability to utlllse "feedback" |n understandlng his. own behavlour "

.. the clanﬁCatlon and development of personal values and goats constant W|th a democratic

3 and scientific approach

L " development of concept'a{nd theoretical insights which will serve as tools in linking
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personal values, goals, dnd intentions to actions consistent with those inner factors with
the requirements of the situation.

"... achievement of behavioural effectiveness in transacting with one's environment.." (p.
16 - 17). '

NTL Institute (National Training Laboratories Institute) in USA, first developed this
laboratory in 1947. In India, Indian Society for Applied Behavioural Sciences (ISABAS),
founded in 1972, provides this kind of training and develops facilitators who can conduct
this kind of training programme. Later on, some members of ISABS broke away from it
and founded ISISD with similar goals. In ISABS, some of the laboratories offered are BHP
Lab (Basic Human Process Laboratory) for the first exposure and AHP (Advanced Human
Process Lab).

In India, during the sixties and early seventies, laboratories had been used directly
as OD intervention. At present a lab in its entirely is infrequently used as an OD intervention
but components that constitute the laboratory process are often used. Imaginative and
judicious use of a lab still can be very profitable if proper professional care is taken. After
all the concept and practice of OD grew out of sensitivity training.

Transactional Analysis (TA) : Originally it evolved as a neo-Freudian form of psychotherapy
developed primarily by Eric Berne. Subsequently, it has been widely used as an educational :
intervention. '

To state briefly, TA deals with (1) Personality structure (2) Interaction analysis (3)
Time Structuring and (4) Roles people play in life.

The personality structure refers to three ego states (Parent, Adult, Child) that,
according to TA, makes up the personality. The person operates from one state or the
other. The Parent ego state refers to a state of authority, superiority, righteousness and so
on. Rationality, logic, objectivity, problem solving, etc., reflect the Adult ego state. The
Child ego state is reflected in an emotion laden state of existence. There are sub-divisions
of these states like Nurturant Parent, Sulking child and Free child.

The interactions or the communications with which a-person transacts or deals
with the world can be analysed as (a) compiementary, (b) crossed, or (c) ulterior.

The structure of time is classified into : (1) Withdrawal, (2) Rituals, (3) Pastimes,
(4) Games (5) Activities and (6) Authenticity.

Script Analysis help a person understand his roles and the basic themes of life on
which these are based and acted upon, repeated by and enables the person to exercise
deliberated choice.

A good overview of OD can be had from Summerton (1989). TACET is the
organisation in India that accredits TA facilitators. During the last two decades TA has
become very popular in Indian organisations. But apart from enjoying the discovery of the
new framework of interpretations of everyday communications that are possible through
personal developmentit is often not utilised. Inspite of its potentiality, systematic application




=(Centre for Distance Education J=========(_9.10 J=========( Acharya Nagarjuna Univeisithg

(c)

(d)

of TA as a planned OD intervention is rare in India.

Myers - Briggs Type Indicator (MBTI) : Based primarily on the psychological types of
individuals Myers - Briggs Type Indicators (MBTI) was developed. It helps a person to
understand the type of person that he is from a maximum possible list of 16 types. These
16 types (from Jung's original 8 types) are possible on the basis of their preferences amongst
each one of the four dimensions : (1) Extraversion - Introversion, (2) Sensation - Intuition,

(3) Thinking - Feeling, and (4) Judgement - Perception. Accordingly a person can be
Extroverted - Sensing - Thinking - Judgemental type (in short ESTJ) or its polar opposite
Introverted - Intuitive - Feeling - Perception (in short INFP) or any other of the remaining 14
types. Each type has a characteristic way of being and transacting with the world. Their
energy flow, attitudes, perception of things and events, likes and dislikes, basis of decision

‘making, ways of dealing with time and task completion and the like vary immensely amongst

the 16 types.

The MBTI based labs are a 5 - day event comprising about 15 participants who are
provided data feedback of their MBTI scores on the four dimensions mentioned above.

They find out their types and the consequences of these on their lives a.. :mplications to
organizations.

MBTI can help a person work out sense of direction for further personal development
/ growth.

Role Analysis Technique (RAT) : This is a technique developed by Ishwar Dayal and
John Thomas for clarifying the roles of the top management of a new organisation in India.
But over the last three decades the technique has been utilised in varied situations. The

technique is described below.
\
a) The focal role (the role that'is being analysed and defined) is delineated by the role

incumbent in a meeting of the team members It includes the description of
i) the place of the role in the orgamsation
ii)  therationale for its existence and |ts place in achieving overall organisational goal
i)  specific dutles of the office.

b) The role incumbent and other members in the group discuss whatis presented; add
or delete behaviours until they think that the role has been defined completely.

c) The focal role incumbent describes what he expects of others, highlighting those
behaviours that affect most his own performance, '

d) Thegroup members now in their turn describe what they want and expect from the
focal role. :

e) These descriptions are discussed/o/y the group and fihalised.

f) . Thefocalrole persoh then writes a summary of the discussion defining the role. This
summary is called the role profile.
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The role profile is bnefly reviewed at the next meeting before another focal role is analysed.

In the words of Dayal and Thomas (1968) the role profile "consists of (a) a set of
activities classified as to the prescribed and discretionary elements of the role, (b) the
obligation of the role to each rolein its set, and (c) the expectations of this role from others
|n its set" p. 488.

Role Negotiation Technique : Activities that one performs in an organisation are not only
determined by the requirements of the role in the framework of objective division of labour,
but are also characterised by the subjective interpretations of power, authority and influence
in the role. The collaborative spirit may deteriorate; the interdependencies may be thwarted,
competition and conflict may emerge and as a result the team effectiveness may suffer.
To stem the root, Roger Harrison (1972) devised the Role Negotiation Technique. The
technique consists of mainly three steps (1) Contract setting, (2) Issue Diagnosis, and
(3) Influence Trade.

1) Contact setting : Consultant sets the group rules.

2) Issue Diagnosis requires (a) each person to think abdut how his effectiveness can be

improved if others change their work behaviour;

b) each person to fill out an Issue Diagnosis Form for every other person ir the group. This
form is divided in three prescriptive parts : '

(i) Start doing (or do more of) the following, (ii) Stop doing (or do less of) the: following and

(i) Continue doing the following : (c) these forms are exchiz..ged among all members;
(d) the messages received by a person are written on a visual for all memiders to see.

3) Influence Trade : This is the period of negotiation.

(@)

(b)

4)

Two individuals discuss the most important behaviour changes hat one expects from the
other and that he is willing to make himself. In Harrison's own terms a 'quid pro quo'
exchange is introduced here : give something to get some.hing. The rest of the group
observes the demonstration of the process of negotiation.

Group breaks into negotiating pairs,sThe negotiation process consists of partics making
contingent offers to one another such as If you do X, Iwilldo Y. The negotiation ends when
all parties are satisfied that they will receive a reasonable return-for whatever they are
agreeing to give. The agreements arrived at many or may ::ot be published for all members
to see. Influence trade ends when all the negotiated agreements have been made and -

written down with each party having a copy. '

Follow up : A meeting is convened after a reasonabae time to determine whether the

contracts are being honoured and to assess the consequences of this activity on

effectiveness.

Itis to be specially:'ndted that the change effor: is directed ét the work relationship

- among members. It avoids probing into the likes and dislikes of members forone another

and their personal feelings abo't one another.




-

ECCentre for Distance Educati‘onAcharyaNagarjuna Universi@g
| 9.3 INTERVENTION IN AN ORGANISATION

The conceptual foundation for organisational diagnosis and interventions has been provided
in the earlier units. Here an illustration of interventions - in - use has been provided.

Before we introduce the interventions, some information on the background of the organisation
and introduction to interventions may be necessary.

The interventions occurred in the course of an OD work in an organisation. The organisation
is a coal mining industry, more precisely Jamadoba Group of Collieries of TISCO situated near
Dhanbad, Bihar. It has a group of collieries that are very deep, second only.to Kolar Gold Mines. It
is the major source of coal for Tata Steel and coal of very high standard is expected as its quality is
linked up with the quality of steel produced by TISCO. From the considerations of technical,
economic and social systems, organisational change was felt necessary. As a consequence OD
was initiated under the leadership of Dr. R.N. Sharma, who was one of the Vice Presidents of
TISCO, and Mr. Y.P. Dhawan, who was the Director of Collieries at that time. Somnath
Chattopadhyay and Deepankar Roy were the external consultants.

Dr. Sharma knew the consultants from earlier contracts when they worked on OD
assignments with him in other organisations. The entry of the consultants and the initial contract
was smooth, marked by mutual trust and respect - professional and personal - developed from-
years of experience of working together. This first step also included meeting with Mr. Dhawan, the
immediate Chief Office in situ but subordinate to Dr. Sharma. Dr, Sharma and Mr. Dhawan introduced
the consultants to the senior members of the organisation. In a meeting of executives both Dr.
Sharma and Mr. Dhawan expressed the intention of the management to engage the consultants.
Before a formal ‘plan of OD work was evolved, consultants conducted individual interviews,
unstructured and .open-ended, with senior executives and heads of the collieries. They also conducted
group interviews. ' .

The next step was . plan of action developed jointly by the consultants with the top
management. It was decided to have simultaneous feedback survey, and individual and group
interviews.

Once the diagnostic phase was over, the planned intervention stage was brought in.

The major interventions carried out are presented here in excerpts from the work of Roy
- (1991) who has the intimate knowledge of the interventions as one of the consultants. These are :

1). Survey Feedback

2) OD Group and OD Streering Committee
3) 'Task Forces

4) \ Internal Facilitator Develepment

5) Face Optimisation under Study

6) Role Efficacy and Role Negotiation
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7) Excellence throug: * chi‘é\ve‘ment Motivation
8) Team Building |

9) Personal Effectiveness

10) Supervisory Development

Each one of these interventions is briefly described.

9.4 DESCRIPTION OF SOME SELECTED
INTERVENTIONS IN AN ORGANISATION

1) Survey Feedback :

As Argyris ( 1962) had noted, after diagnosis, the next step is to present the results of the
diagnosis to the Executives. The primary objectives of such a presentation would be :

a) To help them explore the meaning of the data. How do they \}iew the data ? Are the
data valid or invalid ? In which way are the data incomplete ? What implications for
action do the executives see ?

b) To learn together such that the employees and the interventionists coorelate their -

interpretations together.

A discussion of these issues might have at least two values to the executives - first, to help
them take the first step toward effective action, namely, to make data-based diagnosis of their
- problems; second, to explore, further, with one another the impact of their values, feelings, and
- problems, as well as the needs of the organisation, its problem, growth and development. Such

explorations, if effective, could lead the executives to new depths of understanding and enlarge
their scope of understanding. Thus, even if the executives rejected the results, they might have had
an important experience in understanding themselves and the organisation.

It is possible to structure feedback so that the executives will experience it not as an
opportunity to place blame on various members of the organisation but as an opportunity for them
to solve real and meaningful issues and thereby begin to increase their sense of competence as
an effective problem - solving team. The interventionist may find that one factor inhibiting
achievement of this objective is as follows : if the diagnosis implies that the top management
members did not understand the problem correctly, these members will tend to experience a sense

~of inadequacy. This sense of inadequacy can arouse anxieties and guilt feelings within top flight
executives not accustomed to such experiences. If the data feedback are new and upsetting, the
interventionist should not be surprised to find himself the object of covert or.overt hostility. " e
hostility could be in the form of questions about the validity of the research methods, the sample
used, and the conclusions. It could take the form of raising minor questions about gramfimatical
accuracy, typing errors, clarity of presen tioh’,\gnd adequacy of reports; or.the form of rejecting the
analysis by insisting that times have changed, the results are not new, more time is needed to
study the results, and the management finds the report excellent but wishes to give it more careful
thought. Whatever the negative feelings about the diagnosis; it is important for the interventionist to
create a climate in which these can be brought out.
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The interventionist can use management's defensiveness to I-elp the members obtain the
first set of difficult experiences that are usually necessary if persu. . research efforts are to be
effectively. Sometimes a client system will effectively seduce an interventionist into preventing its
- own growth by complementing him on the diagnosis and then asking him for his recommendations.
At this ‘point the interventionist might suggest that if management is not able to offer

recommendations, the diagnosis (assuming it is valid) has not been understood. If a valid diagnosis

is thoroughly understood, one should be able to derive the prognosis from it. What can the

interventionist do to help the executives fully understand the diagnosis so they can make their own

recommendations ? For the executives sake, he will try to refrain from behaving as if he were ina
 line relationship. However, he will work hard to act as a resource person if they want him to help
| them to work through their prognosis. :

" Usually, two reactions occur. One is the expression by the executives of sorrow and dismay,
if not disappointment. ‘After all, supposedly the interventionistis a competent leader in the profession.
He should have some positive suggestions. The one who makes the diagnosis should be responsible
for making recommendations. This reaction is understandable. Second, the diagnosis just fed
back does not belong to the executives. They did not conduct it. Since the diagnosis is truly not
- theirs, one can understand that it is difficult for them to develop prognosis. If the interventionist is

not going to provide recommendations, how are they to be developed ? ‘

The above considerations are presented to demonstrate the dilemmas of a researcher and
interventionist. ) L :

The data on the Organisation Environment, Motivational Climate and Perceptions was
presented to the Vice-President and the Executive Director along with the meaning, significance
and nuances of the data. After looking at the data, they wanted it to be shared down the line.

Data Presentation to each level was thereafter carried out. Presentation of each segment ’
of the data'was preceded by an explanation of the methodology and the dimensions covered. On
seeing the data, some of the groups attempted to ascribe the blame for the present state of affairs
to the failure of the very "top". On being confronted with the issue of "ownership" of the data, the
mood underwent change. People expressed their feelings. They felt guilty about their contribution
to the state of affairs. They seemed to veer around to owning the data and taking responsibility for
the state of affairs. The groups seemed to agree that the data reflected and matched with their
. perception of the reality. o

On receiving the feed back, the concerns expressed by various groups are summarised in

Table :
People Behaviour ~ Organisation . Reward System
Increasing concern for » Greater objectivity, Defining structure. Make it more objective
others. Communication . . analysis and corrective Placing the manager as Giving priority to

" removal of social barriers action. Sgotting strengths the focal point and innovation and
Enhancing responsibility and using:ithem as pillars giving him the strength performance
for development. for growth. Sharing and support needed

Changing from "boss" to information: Enhancing - Covering more clearly
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"leader". lncreasing planning and decision town, planning,
emphasis on professional making as a group construconetc. =~ 7
excellence. activity. _Deﬁning roles and role

relationships and matching
them with authority to

perform.”

~ 2) OD Group And ODVSteering Committee :

To spearhead and monitor the OD efforts itwas suggested by the consultants to constitute
an OD group (ODG) and an OD Steering Committee (ODSC).

The ODG comprised of alt the members of Level 1 with a Chairman and Member Secretary.
The ED was also a member of the ODG. The role of the ODG was to :

Provide leadership in OD
Setup various OD processes.
Formulate OD policies and guidelines.

Formulate OD action plans to overcome weak areas and consolidate strengths of the
organisation so as to make OD a way of life.

Periodically take stock of pragress and other rerevant issue'

Actively involve the management individuatly and collectlvely inthe dlssemmatlon of
OD values and practices.

The ODG would take responsibility far : .

Individuat development

System development

Group development

Creation of desired climate and culture

Formulation of policies on OD. .‘

It was dec:ded that théODG would meet once in two months.

The ODSC was constituted as a sub-set of the ODG comprising of six members with a
Chacrman and exibfficio Segretary. Three of six members would retire voluntarily after a period of
six months and they would tiéreptaced by thgee other co-opted members from the Level 1 group.

The task&"8f the ODS were to

]|

Facilitztte ODG finctioning
Serve-as & resource to the ODG
Obtain guidelines and policies from the ODG
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e Visualise process facilitation of OD activities
e Create practices which facilitate building the desired organisational climate and culture.

The ODSC would be responsible for OD in the entire organisation. They would own the OD
process mainly through their own initiative. They would endeavour to learn from their experiences
and ensure that mistakes are not repeated. The ODSC would be accountable to the ODG as well
as the ED. : '

The ODSC would endeavour to follow the OCTAPACE norms and values. As members of
the ODSC, the participants would abdicate their formal power. Instead, as a collective body, they
will utilise their power of perspective, knowledge, experience, leadership, vision and mission. It will
be the power from within and not the power derived from position which will form the basis of

“working. :

The expectations from the ODSC voiced by the six members were :
s Create a wave of OD with a sense of immediacy and urgency;

e The ODSC should not become like any other committee. It should play a leadership
role in improving motivation as well as the quality of work life;

e Achievement through Control should be replaced by an inner urge. Success was to
be achieved not only through task and technology but also through attention to and
facilitating the human process;

e OD should facilitate increase in prodL,nctivity, and reduction in wastage;

e The ODSC should facilitate the development of managers so that they could take on
the intra-organisational responsibilities leaving the Top Management free to handle
policy and boundary management functions;

e The ODSC functions in such a way that it does not lead to cynicism or withdrawal
amongst others.

e The ODSC would be a strategy group and would not take executive responsibility.
The ODSC would meet once a fortnight.

Any recommendations would be submitted to the ODG,i'énd on getting its approval, the
ODSC will submit them to the ED for his consideration and suitable action. The executive authority
will remain with the ED. .

'3) Task Force: ‘" e vt

. Following the gonstitution of the ODG and the ODSC, task forces were constitu‘iét‘jjio act
. .as a staff group of the, Top Management team. Each task force wés to sup,mj‘t a report to,’tfjég Top
_.Management team, gnd after ratification by the Top team, the report was to.be § ubmitted td:gﬁe ED
for executive action. These task forces were meant to function for a limited period of three months,
whereafter, having submitted their reports, they would be disabanded. " e

£,

Based on the issues and coritéerns raised by the people after receiving the survey feed
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back as well and on those areas requiring attention on priority as highlighted by the diagnosis data,

the following task\\for_ces were constituted by an executive order of the ED. The task forces were
on:

~ 1) Future directions
2) Structural reorganisation
3) Decision making
4) Maﬁéging problems
5) Recognition and rewards
6) Training

Each task force was headed by a Chairman from Level 1 and was constituted of 10 - 12
memgers drawn from across the Levels as well as across the collieries.

The task forces had a dual focj -

e toexamine the process of group functioning as they worked together as members of
a task force;

® tokeep track of the content of their group's wor culminating in a report.
The task forces worked as per the following framewt k -

1) Define the subject, i.e., the variables, components and elémen‘ts involved, as well as
their inter-relationships. Develop empirical data-base as well as measurable indicators.

2)  Define the present state, i.e., what is actually happening as of now.
3)  Develop the vision of the future state,
4) Bring outthe gap between the future state and the present state.

- 5) Identify the blocks, the restraining forces, that hinder movement towards the future _ '
state.

6) Reco_mmended plans of action to help move in the direction of the envisioned future
state. ‘ -

Each of six task forces submitted their reports.
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issues confronting them thereby enhancing their sense of involvement with the organisation and its
problems; the foci of these task forces having emerged from the organisational diagnostic data.
Their understanding also signalled the steps to be taken in ameliorating the existing state of affairs.
All this seemed to help rebuild some of the lost trust and confidence in the Top Management andin
collaborative effort. People could visibly see that something had begun to happen. .

_—

4 Internal Facilitator Development - coe T

Accordingly to Gupta and Pareek (1982), "The success of OD débénds on the effective use
of and coordination between external consultants and internal change agentry function. Both the
external consultants and the inter-:@ :hange agents are facilitators in the process of OD. The
external and internal facilitators ha * specific functions to pgﬁomome of which are common
and some which supplement each ott :r. To perform these various functions effectively the facilitators
needs to go through sustained educational preparation and training for professional development”.

The objectives of the internal facilitators (IF) development programme were the following :

e To help individuals become facilitators by providing opportunities for their growth and
development; . :

e Toprovide opportunities to individuals to reinforce their development as specialists in
human processes and to emerge as process consultants. In order to promote this
growth, the emphasis in training would be anchored in personal growth on the one
side, and perspective 'evelopment on the other.

e Toprovide opportunitie s for learning more about the use and application of behavioural
sciences for human development. For growth of the facilitator role, the training will
emphasise a sequentially balanced exposure to cognitive inputs and group experience,
understanding and application.

e To provide a framework of professionalism and a support system of a fraternity of
facilitators subscribing to OCTAPACE values and norms; :

' The IFs were envisaged to continuously energise the OD movement and play the role on
reinforcement agents in various collieries, performing functions like :

e \etting of various individual and group projects;

e Facilitating meeting so that these were conducted in the OD sprit;

e Facilitating application of the concepts leamt in various development programmes.
They would continuously do the follow-up work in their respective collieries, organise
meetings of the persons who had attended such programmes; generate ideas for
implementing concepts, identify bottlenecks and facilitéite removal of these bottienecks
through the involvement of the peop!e?concemed; RV AT

{

e Theywouid also give feedback to the extemnal facilitators regarding the programmes

_conducted and the projects undertaken with a view to facilitate continuous improvement
in these: They would alsobe the eyes and ears of the Top Management of each colliery

o#e “
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and give constructive feed back on the progress of OD in the colliery;

They would play this role over and above their normal call of duty and would be continuously
involved in the activity. :

The ODSC evolved the following criteria for the selection of the IFs.
e They should be bright people with high potential for growth.
e ' They should possess an untamished image and be widely accepted in the organisation.

e They should be driven by the extension motive and should be interested in working with
people. ' ’

e They should be able to devote sufficient time for this role.

o Locational and level balance ensuring proportionate representation was to be keptin
mind while selecting the IFs.

_JAsa first cut, the ODG decided to select 20 IFs. After seeking the concurrence of each one
of them, these names were forwarded to the ED, who after due deliberation, issued executive”
orders inviting the proposed members to join as IFs.

An L-group was conducted for the IFs to help the participants become aware of their patterns
of behaviour and their impact on others; to help improve their effectiveness in interpersonal
interactions and derive a greater sense of satisfaction from them; recognise feelings, diagnose
needs and improve their ability to deal with conflict, to help discover their potential to live life more
fully and effectively. The L-Group had ;e impactof t  scending the organisational hierarchical
levels and in knitting the IFs into a homogeneous group. In addition to this initial exposure, all the IFs
were exposed to the various developmental programmes (described later) conducted in the
organisation for different levels of Officers.

To supplement the exposure provided intra-organisationally to the IFs, they were nominated,
in.phased batches of 2 - 4, to labs and-programmes, including the Professional Development
Pm\gramme conducted by the Indian Society for Applied Behavioural Science (ISABS).

\T\ﬁus, IF development theme was-persued cor*ously throughout the period of OD.
intervention in the organisation.

5) Face Organisation Centre Under Study

-+Jn order to improve the utilisation of a working face in a colliery, the ODG proposed in the
setting;up of a Face Optimisation Centre Unger Study (FQCUS) group..The idea was to take a
socio-technical view of the celliery operation af the mining face and expjore the techno'logic/al,
managerial and social aspects of the job in anintggrated manner. The entirg work was divided into
two phases (a) optimum utilisation of the mining face without work reorganisation, ang (b) work
reorganisation with amalgamation of jobs and multi-skill workers. R ;

s {

: The operatipns involved in a typical face or selectiohi«of a colliery ari; described in figure.
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MANlAGER

* DEPUTY MANAGER

ASSISTANT MANAGER

FACE / ?ECTlON |

COALgETTING TRANISPORT A SAFIIETY MAIh}TENANCE
DRILL‘ING DRAV\} OUT LOADS VEN‘|I'ILAT|ON BRE/l-\KDOV\N !
BLAS‘II'ING supm'.v EMPTIES V\ETlTING PREVENTIVE |
DRES|S|NG SUPILORT OPERATION
SUPP!)RT o TRAClzK B

|
LOADING

As a pilot project, it was decided to take one moderately performing section, corhprising of
5 to 7 faces, from each.of the five collieries. Five of the best Assistant Managers who were placed

as focal persons. The total team working at the face comprised of 10 - 11 persons including an
Assistant Manager, an Overman, a Mining Sardar and multi-skilled, skilled and semi-skilled workers.

The total team was involved in diagnosing technical as well as process related issues,
evolving plans of action and implementing them.

In order to measure the progress of FOCUS activities, the following criteria were evolved by
the ODG. - "

Direct Indirect

Production and productivity cost _Ventilation Down time
Support _ Breakdowns
Number of Tonnage lost
accidents
Violation of
statutes

The activities of the FOCUS group had their impact. The morale of the teams working at the
. mining face went up.,‘\‘l‘nvolvement of the Overmen and the Mining Sardars increased their
¢’ enthusiasm. They found the OD efforts (which according to them meant a systematic way of

. working) useful. For example, one of the sections where producﬁén was at a level of 110'tons of

coal per day, and whose planned and rated capacity was 170 tons per day, began to produce
; consistently around 220 tons per day ‘over a period of six months, much to the surprise andjoy of

F¥all involved includingthe ED himself. Spurred by the success of the pilot groups, the ODG suggested
b dissemination of simitdr efforts across the collieries. :

;
t
.

-
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' 6)' Role Efficacy and Role Negotiation :

Pareek (1987) defines role efficacy as the potential effectiveness of an individual occupying
a particularrole in an organisation, orin otherwords, role efficacy is the potential effectiveness.of a
role. Role “*icacy has several aspects. These aspects can be classified into three groups or
dimension. ' he more these aspects are present in a role, the higher the efficacy of that role is
likely to be.

One dimension of role efficacy is called "role making" contrasted with role taking. The first
is an active attitude towards the role (to define and make the role as one likes), whereas the
second is a passive attitude (mainly responding to others’ expectations). The aspects in the second
dimension are concerned with increasing the powers of the role, making it more important. This
can be called "role centering” which can be contrasted with “role entering” (accepting the role as
given, and reconciling oneself to its present importance or unimportance). The relationship of the
role with other roles and groups), contrasted with "role shrinking" (making the role narrow, confined
to work-related expectations).

The different aspects of role efficacy are summarised below
Dimension 1 : Role making (contrasted with role taking)

1)  Self role intégration (vs role distance) : integration between self concept and role
- demands. ‘

-2)  Proactivity (vs reactivity) : initiating action.
.3) Creativity (vs routinity) : Expérimenting and trying out new ideas / strategies.
~ 4)  Confrontation (vs avoidance) : facing problems to attempt their solutions.
" Dimension 2:: Role centeéring (contrasted with role enfeﬁng)
5)  Centrality (vs peripherality) : Feeling important or central in a system.

6) Influence (vs powerlessness) the feeling that occupying a role can make some impact.
in the system.

7)  Growth (vs stagnation) : the feeling that one occupying a role grows and learns in the
role.

Dimension 3 :; Role linking (vs isolation) : Linkage of ones role with other roles.
8)  Helping relationshfip (vs hostility) : Giving and receiving help amongst roles
9) Superordination’(v‘s deprivation) : Linkage of one's role with lérger entity / cause.
. S g : &) et

~The members of the QRG, were exposad to a programme on rolg-efficacy. They were.
asked tp write an essay of about 600 words on,My Rolein t_h_e.prganisatioabencompassing ideas
on how they perceived their role, how they felt about it, andhhow they operated in their role. They:,
were f&ee to cover whatever other aspects they thought wererelevant, Theywere encouraged to, -
be spontaneous and to write whatever they perceived as being significant about their role.
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Subsequently, the dimensions of role efficacy were explained to them as well as the system
of scoring the essays. They scored their essays in triads. The group on the whole was found to be
high on the dimensions of Centrality, Linkage and Proactivity, moderate on integration, Hel;s, Creativity
and influence, and 'ow on Superordination Growth and Confrontation. This was followed by an
exploration of the ways of enhancing one's efficacy. B

-

Explorations in role efficacy were following by role negotiations wkere each member of the
_ ODG became a focal person tum-by-turn. All the related role senders'we e asked to write down
their expectations from the role of the focal person. These e)(pe'ctations’ er ed and were
followed up with mutual negotiations leading to greater clarity of one's role.“\"\

The exercise on role efficacy helped the focal person design and.hegotiaglé\ his -role
incorporating elements that would enhance his efficacy and effectiveness. -

7) Excellence Through Achievement Motivation :

In order to promote a climate of Achievement, Expert Influence and extension, programmes
on Achievement Motivation were conducted for all the Officers of Levels 1,2 and 3.

Following McClelland's (1953) definition of motivation as "an effectively toned cognitive
network" the programmes were designed to stimulate emotional arousal as well as help the
pa\rticipants think about managing and doing things in a better way.

“The programme covered the administration of the Thematic Apperception Test (T. AT),
reflection on life goal, concept of work, risk and challenge, characteristics of people with high need
for achievement, concept of motivation, different kinds of motivations, concept of achievement
imagery and the sub-categories of the achievement syndrome, scoring and interpretation of the
participants TAT stories, the role of pygmalionin management, and finally culminating in an individual
achievement project. ' »

Emphasis was laid on the development of achievement motivation through the process of
goal setting, speaking the language of achievement, developing cognitive and group supports and
encouraging the participants to create an achievement mystique.

Specific attention was paid to issues like :

° Are we building achievers ?
° Are we pygmalibns ? |
o What processes do we generate ?
. What kinds of cultures have we created ?
o Dowe need todo something else ? A
In addition, in ?é‘(der to create an achieving culture and sustain it, the following issues wére
addressed: °’ h -
e :>What would be the role of manéger ?

° What are we doing that is dysfunctional ?
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° What are we doing that is functional ?

° What supportive structures are necessary ? -

Each 'participants had drawn up an achievement project which was followed up‘/by the IFs
and ODG periodically. This created a fair amount of stir in the climate. For instance, target-setting
became more achievement - oriented with many a manager adopting a participative bottom-up
approach. : '

8. Team Building :

Any organisation depends on the cooperation of a number of people if its work is to be done
effectively. Consequently, groups or teams of people come together on a permanent or temporary
basis to accomplish work. Temporary teams can function for a matter of days or weeks; permanent
teams, over a long period of time. Teams can work together in functional or dysfunctional ways; if
the teams work is dysfunctional there are ways of improving its effectiveness.

Team building may be defined as any planned event with a group of people who have or
may have common organisation relationships and / or goals which are designed to improve the
way in which work gets done by them in some way or another.

Teams can be categorised as follows : (1) groups reporting to the same hierarchical
supervisor; (2) groups involving people with.common organisational aims; (3) temporary group
formed to do a specific, but temporary task; (4) groups consisting of people whose work roles are
interdependent; and (5) groups whose members have no formal links in the organisation, but whose
collective purpose is to achieve tasks they cannot accomplished as individuals. Just as there are
various types of teams, there are a number of factors that effect the outcomes of a specific team-

“building activity, the team's willingness to look at the way in which it operates, the length of the time
the team has been working together, the permanence of the team, etc. Consequently, the results of
team building activities can range from comparatively modest changes in the team's operating
mechanisms, e.g. meeting more frequently, gathering agenda items from more sources, to much
deeper changes, e.g. modifying team members' behaviour patterns or the nature and style of the
group's management or developing greater openness and trust.

In general, the results of team building activities can be classified into three main areas : (1)
results specific to one or more individuals;. (2) results specific to the group's operation and behaviour:
and (3) results affecting the group's relationship with the rest of the organisation. Usually, the
results of a specific team building activity will overlap these three classifications.

Team building efforts are improved by a number of factors, including the people involved,
the perceived relevance of the activity to personal-and organisational prgblems, the timing and the
digree of freedom the team has to make necessary changes. The peoﬁlé involved, especially the
boss or senior authority figure, are crucial to the success of this type of a¢tivity. Not only should the
boss be supportive, but the individual team members mustwant to be involyed. An outside, process
consultant is usually needed to keep the team on the track and to act as-an objective, relatively
detached observer, since it is extremely dﬁ‘ﬁcult for a member of a team to be simultaneously a
participant and an observer. In addition, the process consultant can gather data in advance of the
team building session(s) to help the group understand and diagnose its own problems.
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Going back to the example given, a series of team building workshops were conducted for
the ODG. The foci of these workshops was on building mutual trust and interdependence, building
skills of listening, confrontation and problem-solving with special emphasis on diagnosis (both
process and content), generating altemnatives and collaboration work methods. These workshops
were restricted to the Top Management team as it was thought that this team's functuonmg effectlvely
would serve as a model for others to emulate

9) Personal Effectiveness :°

~ The maximum gap on the dlmensmns of organlsatlonal environment was in the area of
Personal Development. In order to address this heed, a series of programmes on Personal
Effectiveness were conducted across the different Levels of Officers.

Personal growth could be visualised as a quantitative increase in one's knowledge and
abilities, while personal development may be seen as a qualitative unfolding and maturing of a
person's potentialities. Being engaged in continuous routine work, people tend to ignore their needs

for growth and development, and instead, develop a sense of ennui, internal stagnatlon and
‘fossnllzatlon

_ A good part of personal growth and development can take place on the job in relation to a

- persons's knowledge, attitudes and the skills that he uses or is required to use, to make him more
effective. Hence a. ,programme was designed focusing on self-awareness, interpersonal
competence, group process awareness and skills, problem-solving and leadership. Each
programme revolved around the participant's work-related problems and issues and culminated in
a plan of action which he/she was to implement in his / her work setting. These action plans were
followed up periodically ensuring the evolution of some revised norms and practlces in managing
themselves, thelr people and their work. A

10) Superwsory Development :_

Most of the efforts in OD have been directed essentially towards the development of the
managenal cadres, the aim being to direct their attention to re-examinihg the prevalent systems,
norms and values governing organisational life and bringing about necessary changes for maving
the organisation towards a sense of stable excellence -

The supervisors (over men and Mining Sardars), whoina sense were the real backbone at

'the underground operations, had not had any exposure to concespts and practices of management

which could helpgthem enhafice éthelr effectiveness as leaders of groups of people, where the

'substantive part ofthe real work lay. The supervisars were undoubtedly a critical link in the whole

‘chain. Their-ability - to’ manage or otherwise was likely to have fellmg consequences on the
seffectivenessof me total operatlon of the collieries.

Recognising the slgmf cance of the role that the supervisors played i in the whole situation, a
.meeting was held with 3 group of 15 superwsors, three from each of the five collieries. Some
‘members of the ODG as well as the extemnal consultants were based on the discussions with the
supervisors, regarding the analysis-of:their tasks and activities; aﬁd the- pivotal role that the

supervisors played in the total operation; developmental needs in the' areas of knowledge, attitudes

and_gskills were identified.

i et
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The broad objectives of the development programme evolved were to :

e  Maintain and develop the sense of identification with the corhpany

° Help technological upgradation and prepare the ground for introducing techncicc:. .
change ' '

D) Bridge the gap between the managerial cadres and the supervisors

° Reinforce the self-image of the supervisors by enhancing their technical competence;
their ability to manage groups of people, and by encouraging meaningful contribution
from them at work and in their community. '

Based on the above objectives, three modules on Company Orientation, Technical Orientation
and Behavioural Orientation were developed and conducted for all the supervisors across the
collieries. This had a vitalising affect with supervisors responding enthusiastically not only to the
programmes but also implementing many a change at their work place.

In addition to the conduct of these modules, these development programmes were utilised
by the Management as an informal opportunity to establish, develop and maintain rapport and
linkage with the supervisory cadres. Members of the ODG were invited to meet the participants
informally over a cup of tea, lunch or dinner and share as well as listen to the views and opinions of
things happeningin and around the organisation, and their effects on the people. E

Over and above these interventions, the ED initiated a Management Employee
Communication meeting organised once a month where the members of the ODG met groups of
employees and entered into a face-to-face dialogue about issues concerning the people and e
organisation.

One running theme that needs to be highlighted was the focus on personal growth and
development throughout the different phases of the intervention activity. Aimost all programmes
and workshops culminated in personal action projects with a dual foci-one on self and the other on
application in the sphere of work. These action projects and plans were followed-up and monitored
by the group of IFs on a continuous basis to lend stability to the changes being ushered in and to
encourage efforts for further improvement.

9.5 SELF ASSESSMENT TEST / QUESTIONS :

1) Whatisintervention. Explain different types of intervention ?

2) Whendo you use survey feedback ihterventibn inan organkisation ?

3)  Why should OD group and OD steering committee be formed ?

4)  Explain the intecvention methods of task foree, intemal facijjiator development.
5) Briefly describé:bersonal efféétjgfg’hess method of inteweﬁiiﬁh.

6) Explain the difference between internal facilitator deveidpment and supervisory
developmentinterventions. ‘- . S
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UNIT 10
EVALUATION OF ORGANISATIONAL CHANGE

P ROG RAM MES | .
OBJECTIVES | | | "
After reading this Unit you will be ableto - o - —

e comprehend the concept of evaluation and some of the major |ssuesmvolved in eva|uat|on 7
e comprehend the rationale forevaiuatlon | L -

° |dent|ﬁ( the stakeholders in evaluation : \

e understand the basic components of evaluation, types of evaluation and the issues involved
in planmng and conductmg an evaluation. - :

STRUCTU RE
10.1 |ntroduct|on
102 Concepts of Evaluation N
103 Rationale for Evaluation )
104 The Stakeholders in Evaluation
105 Whodoesthe EQaIuatton ~ .
10.6 Operationalising Evaluation ~
10.6. 1"“‘(;6}ilpdﬁénts of Evaluation
106.2 Evaluation Typology: a Modél based on abje~tives
10.8.3 Issues inPlanning and Conducting an evaluation
10.7 Self-Assessment Questions
10.8 Further Readings
10.1 INTRODUCTION

The Chief Executive Officer of a Company in a meeting of the top executives of his company
comments, "Gentlemen, we are having this programme of C.W.Q.M. (Company Wide Quality
Movement) for the last two years. What impact has it produced ? Isn't it time that we found that
out?" ~ *‘—-v—ww

Another Chief Executive Officer asks the President who is also Iooking after the OD
programme, "Well, We've put in a lot of resources, money, executive time and all that, how are we
sure that we are moving in the right direction?” A Director comments, "We should explore if we
need any mid-course correction".
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A General Manager states, "How is our new cafetaria working ? Is the scheme well
conceived? Is it fulfilling the objectives we had in mind while we introduced the scheme ?"

The need for enquiries is heard on numerous occasions everyday throughout the organisation
- be it technical, economic or social or socio-technical in nature.

° Do we have the proper inventory ?

° Don't we need reinforcement in our processing department ? - \

° We in our finishing department are not as good as our competitors, are we?
° Does not the costing system needAupdating ?

° Aren't we way behind others in introducing computers ?

Allthese and similar instances involve questions that are expected to be settled by evaluations.
The questions can be on a company-wide programme or it can be a very loclalised phenomenon.
The range of programmes that await evaluation can be very large from social change programmes
to very tiny issues of everyday life. For example, various plans for national development funded
and monitored by agencies like the Planning Commission or the World Bank, various ministries at
the Centre and the State, are evaluated regularly. An Educational Programme, Institutions, courses,
teaching, teachers as well as individual students - each element can be subjected to evaluation.
When a student appears for an admission test to seek entry to an educational institution, the
decision ahout his admission is taken on the basis of evaluation. Expressions like better pen,
tallest tower, coldest day warm greetings, prettier face, depressing afternoon - are also based on
evaluation. It also indicates that evaluation can be-arranged on along range of a continuum - from
informal evaluations to formal evaluations, (Joyce, 1980).

The evaluation thatis ‘escribed in this chapter is different from the monitoring evaluation.
These evaluations are done by external consultants who designed the change programme or the
internal managers in the designing group or a separate management group not involved in the .
change programme or a separate evaluating group which was not involved in the change programme’
is invited by the management from outside the organisation.

10.2 CONCEPT OF EVALUATION |

There is an emergence of a distinct professuonal discipline of programme evaluation through
professional post-doctoral education (Crombach et al, 1982).

Evaluations at the formal end of the continuum have been Iabelled as evaluation research.
Suchman (1967) defi ned evaluation research solely as "the use of the scientific method of collecting
data concerning the degi’ee to which some specified actlwty achievés some desired effect" (p. 45).
Welss (1972) also forwards a similar idea. "The ‘classic design‘for evaluations has been.the
o expenmental model" (Welrs 1972), (p 9). Rossi et al.; 1979 and many others endorse the same
view. According to Legge (1984), evalugtion research’is "the systematic assessment of programmes
of planned change, as"an activity whereby managers and administrators attempt to control and
reconcile these two images of imminent change" (p. 2 - 3). Two images of change, one optimistic
and the other pessimistic, are images that any society faces today. Warren Bennis, ever since
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1966, writes continuously about the dizzying rate of progressive change that the world has been
experiencing during the last few decades (see Bennis et al., 1976). From Legge's point of view all
these changes do not sing a saga of unmixed bliss for mankind. Change has two faces. The
optimistic image is where man is viewed as capable of, and indeed, should attempt to be master
rather than servant of his environment; where man manipulates, controls and changes his
environment for the general betterment of his fellows. The other image is the pessimistic view of
change that subjugates man to be the servant or victim of the environment characterised by forces
like energy crises, economic recessions and so on. The role of evaluation is to reconcile the
dynamics of these two opposing sets of forces. Legge (1984) states that, "We all evaluate, thatis
assess, against implicit or explicit criteria, the value or worth of individuals, objects, situations and
outcomes, informally and often unconsciously everyday of our lives."

Division of evaluation into formal and informal categories was not enough as "some writers
chose to disting’ ‘sh between evaluation research, and studies of programmes across various
settings, from single setting studies which they term, programme evaluation. (Nicholas, 1979, p.
27). This distinction between evaluation research, and programme evaluation was made with a
casteist puritanic zeal as some feared thatthe programme evaluation of single setting may exhibit
"the weakest of all study designs - the case study in which a programme is analysed without
comparing it with any sort of control" (Rosei and Wright, 1977, pp. 16 - 17). This apprehension may
rise from the stipulation that programme evaluation may violate the rigorous,' professional principles
of scientific activity. Legge (1984) comments "... Evaluation research may be typified as a "scientific"
activity undertaken by "professional" evaluators". Itis important to note the attitude towards single
setting studies because in evaluation of organisational change in a single organisation, the scope
for multiple setting and obtaining controls may be very difficult to obtain and at times, unethical to
take. But before proceeding further it may be necessary to examine : how far evaluation research
is research in the sense that it focuses its central attention on general knowledge, on establishing,
'what‘vBurgoyne and Cooper (1975) term, as "enduring truths" (p. 54). The answer can be in the
words of Anderson and Ball (1978). I

"The stereotypes are as follows : Research is knowledge - oriented; evaluation
is decision - oriented. Research derives from themes and principles; evaluation is
theoretical or, atleast, diffuse and = ~ectic in its source of inspiration and hypotheses.
Research provides generalizabie knowledge in the form of new themes and
principles without necessarily offering immediate practical pay-off, evaluation
provides immediate practical pay-off without necessarily providing generalizable
knowledge" (pp. 9 - 10). ‘ e

o / ‘ e 3

.. Evaluation and reseayeh are always.differentin their.aims, objectives and emphasis, though
in.conducting their pursuits-they draw technigyes from the same pool of, methodology and fp!]pw
similar guidelines, Evaluation-and research are different.: it should nof.mean that they are.not
related. Too much differentiation of theoretical researeh -and practical rgsearch, academic and
applied, is ultimately‘fut’ile as there is a considerable area of.overlap. Evalggﬁon has also contn‘bﬁ'utéd
to the generation-of theoretical knowledge; research has; besides gener@q'ir,jg scientific knowledge,
comtributed in improving organizations. - Wy ) S

g
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An example can be examined from the famous study of Roe*hlisberger and Dickson way
backin 1939. The study consisted of controlled experiments in Westeri Electric plant at Hawthome,
llinois. The measurement wanted to know the relationship between the physical work environment
like ventilation and so on and productivity. They found out that social relationships and perceptions
had more influence on productivity than physical variables. It aroused interestin group processes
and set up a foundation for 'Action Research' propounded by Kurt Lewin and his associates who
contributed tremendously to the understanding of group processes and group dynamics. Under
the leadership of Kurt Lewin, he and his associates also developed. 'Sensitivity Training'. These
pioneers made many theoretical contributions (Deutsch, 1975). These are some of the instances
where one would be baffled to draw a line between theoretical research and field research, between
evaluation and research. A student of evaluation may take note of the diversity of stands taken
according to the academic and professional background to which the evaluator principally belonged.
Each field has had its own tradition in evaluation, its own criteria of proper procedures, and its own
respected sources (Nelson, 1977).

"Economists and systems analysts were accustomed to large compilations,
but they had little background in instrumentation and data collection. Psychologists
knew a great deal about observing and questioning individuals, but they lacked
experience with institutions. Those trained in the laboratory were ill prepared to deal
with the fluid field setting, where even the meaning of a measuring instrument can
change from one site to another. Similar difficulties were faced by statisticians,
sociologists, and others new to evaluation. Investigators who had previously collected
data in social institutions were somewhat better able to appreciate the requirements
of an evaluation. But to them also, the intellectual, logical, and gladiatorial complexity
of evaluating a nationwide programme was new" (p. 50).

Once a sectarian view develops, and is held dearly for years, and practices are found upon
that view, it becomes a matter of professional faith that stops even a scientist to search for a new
identity. The old traditions still continue but a new interdisciplinary approach, represented by broader
vision and perspective, is emerging. The current literature is marked by the direct studies on research
and its interface with change and changing. Research is not viewed as more brahminical. Research
and evaluation can mutually reinforce each other. The interdisciplinary interactions and approaches
are making the boundaries less rigid and movements for synthesis can be noticed and a more
tolerant new discipline is emerging (Atbert and Kamrass, 1974, Gauttentag and Streuning, 1975;
Ross and Cronbach. 1976; Abt, 1976¥. With an objective to move towards reform of programme
evaluation, a pioneering group was éstablished, called the Stanford Evaluation Consortium at
Stanford University (directed first by Lee J Cronbach and later by Denis Phillips) in 1974 comprising
twenty faculty members and an equal number of doctoral students drawn from Education,
Psychology, Sociology!'Statistics and‘Communication Research, who wanted to stretch beyond
their specialities. Theif€oncept of eviafuation can be a dependableﬁﬁide to understand the current
trend of approach to“eiraluation. Tﬁéy define, "By the term ev&ﬁfiation, we mean systematic
examination of eventsi'décuning in and'consequent ona contemporq;\‘y programme - an examination
conducted to assist indfproving this‘#rbgramme and other programmes having the same general
purpose. By the term"/i“p‘rogramme wWe' mean a standing arrangement that provides for a'social
service. Programme“evaluation is‘$6metimes concerned with an established programme,
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sometimes with a plan that could be established if found suitable" (Cronbach et al, 1980, p. 14).
Does this concept of evaluation fit with the requirement of evaluation in the context of the needs of
an organisation? Yes, it does, if (a) the concept of programme is limited to purposive, man made
arrangement of activities and excludes events, phenomena or processes leading to those events
that basically arise from nature (about which a scientist may be interested) and (b) if the meaning
of 'social service' includes the service to the stakeholders (intemal and external) of the organisation.
Cronbach et al. (1980) also points out : "Our main concern is with complex, organized programmes
those that affect many persons in many places. The discussion also applies, however, to the
evaluation of a programme confined within a single institution" (p. 15). According to them there is
no fundamental difference between evaluation of multiple programmes or a single programme,
complex or simple, geographically localised or spread out, between those and that take up more
resources are potentially more influential and those with less resources and influential. In short,
variation and diversity in space, people and time in constituting a programme should not affect the
process of evaluation. "The plan for a one-hour film and discussion programme on venereal disease
is a target for serious evaluation; what we say should apply to it", they say (Cronbach, 1980, p. 16).
This approach dissolves the distinction between the programme evaluation and evaluation research
that some authors sought to make, as mentioned earlier.

Approaching from a different point of view Legge (1984) observes that many of the
programmes conventionally labelled as social change are not dissimilar to organisational change.
"Clearly the content and recipients of programmes of planned social change differ from those
conventionally labelled as organisational change" (p. 17). Butthere are many organisational changes
that affect the life of individuals within and outside an organisation and also there are social c_hange’é
that can be effected by changing the organisations detivering the.social services. "The similarity
between many examples of planned social and organizational change emerges when we consider
the focus of analysis and action in organisational change" (1984 p. 17). Legge suggests further
that "Programmes of social change that would still not be classified as organisational change
would be those which involved manipulating discrete variables in individuals general economic. /
social / legal environment'in order to directly modify their behaviour as a general social category
the "low tax payers", (OAPs racial minorities) not as organizational members" (p. 18). The point is
not to search for similarity between events and between cases. Similarity lies in the approach,
methodology, focus of analysis, in short, the science and technology of evaluation as applied to
social change or organisational change. '

10.3 RATIONALE FOR EVALUATION '

The reasons for doing an evaluation are marked by controversies amongst the theoreticians.
Some of the reasons forwarded are discussed below ‘

v In today's world orgaffisations arein a turbudent environment. Technical, economic, social,
political and cultural changes'éioud the Wétizon with Uncertainties. Only the fittest can survive. To
remain the fittest an organigation has to¥e a leamning organisation. An organisation has to learn
constantly about the ways it?‘éa‘n'adapt to®emands from outside as well as from inside; about the
ways it manages itself about'the programmes, procedures, processes, systems, structures; about
thedifficulties itis trying to overcome; whether it is maoving in the right direction and what faults and
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blocks it needs to overcome. An organisation has to become a learning organisation. The process
by which an organisation learns is evaluation. That process may be personal and impressionistic
or systematic and objective. The purpose of evaluation is to generate information, to create feedback
systems to guide operations, to assure the policy makers, planners and implementors that they
are proceeding on the right lines; to make services rendered by an individuak, group or a department
responsive to the needs of the organisation.

A view of the wide range of purposes has been provided very succinctly by Cronbash et al.
(1980) : "Evaluations are initiated for many purposes, sometimes conflicting ones; choosing a best
prospect among several proposed lines of action, fine-tuning a programme already in operation,
maintaining quality control, forcing subordinates to comply with instructions, documenting that one's
agency deserves its budget, creating support for a pet proposal, casting suspicion on a policy
favoured by political opponents, and so on. Even among the purposes that call for honest enquiry,
the range is greater than any single study can fulfit" (p. 13). They further state that, "We are interested
in programme evaluations that contribute to enlightened discussion of alternative plans” (p. 16).
Some of the purposes prominently pursued by some theoreticians have been put aside by Cronbach
et al. (1980) : "We do not stress quantitative statistical methods, or "goal attainment”, or the intent
to judge a programme as good or bad. Such emphases block useful inquiries... Our list of features
does not fit evaluations that stress "accountability". An accountability system looks back at what
was done last month or last year with the intent to apportion responsibility among the programme's
operators. This is both a limited view of the reasons for a programme's success or failure and a
limiting view of how evaluation can best be used to bring about improvement. Evaluation is not
used, we think, to bring pressure on public servants, though it should assist in understanding why
shortfalls occur” (p. 17). ‘

What is the design of involving the employees in the programme ? How
should they be exposed ? How is the selection of participants to the change
programme done ? ’

It may be noted that this category of decision making seeks information on all aspects of a
change programme's operation - its objective, content, methodology, context, personnel policies
and practices (Anderson and Ball, 1978). Evaluation here puts aside 'summative’ information and
is not bothered about the judgement on the product of the programme but on the process by which
the programme happens with an idea to support or improve an on-going programme or a similar
programme to be undertaken later. It may be worthwhile to recall the warning given by Cronbach et
al. against summative evaluation and their preference for evaluation information that helps generate
greater learning. Learning potential from summative evaluation is very little. Leverage to improve
things lies in the process knowledge and the feedback obtained through evaluation enriches that
process knowledge directly. , ’

10.4 THE STAKEHOLDERS IN.EVALUATION

People whd are involved and interested are mahy. They pidy different roles and undertake
different functions  Rére will be an instance when even'a Maharaja; or in the present day language,
a President of a cét;jlh'try or the Managing Director of a company can conceptualise a progrfaj‘f‘_pme
and operationalise it the way he wants it. Mohammad Tughlak could do it; Akbar the Great couild not
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do it with his 'Din Elahi'; none can say 'vini, vindi, vici' today. We are reminded of Truman's remark
about Eisenhower on the latter's installation in the Oval office : "Power like! He'll sit there and say
do this and do that and nothing will happen" (self, 1975, p. 104). How apposite the comment is -
many a manager and evaluator across the world realise it everyday.

Roles of the audience for an evaluation héve been divided intb nine categories by Rossi et
al. (1979, pp. 293 - 295); into ten to twenty major constituents by Abt (1979), Cronbach et al. (1980,
pp. 100-103) coined the term, 'The policy-shaping community' within which the major roles are :

1) Public Servants
a) Responsible Officials
i) Policy level
ii) Programme level
b) Operating personnel
2) The Public |
a) Constituents
b) llluminators

The above categories except illustrators, do nat need much of an elucidation. The definition
of illustrator has been given as "A special role within the put ic category is that of the illuminator,
who reflects on public affairs and offers interpretations. The .nfluential persons we have in mind
include reporters and commentators, academic social scientists and philosophers, gadflies such
as Hyman Rickover and Ralph Nader, and some novelists and dramatists".

Pareek (1982) had indicated the key roles in managing change. From the point of view of
evaluation, the following groups involved in a change programme may be considered seriously :
1)  Policy making group

2) Resource aIIocafing group (mainly funding is often highlighted but other resources are
also of important consideration)

3) Programme designing group
4) Implementing group :
a) Executive group
b) Operational group
5) Programme receiving group
The management, wholly or partly, assumes the role of the policy mé“i(ihg group. Often the
policy making and resources allocating roles are compounded together. Programme designing
role can be done internally or by bringing in consultants from outside the organisation or jointly by

an internal group working with external consultants. The executives group determines the plan
based on the policy and available resources. The monitoring role is taken up either by the Designing_
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group or by the Executive group. The operatihg group brings down the programme to the end
user's doorstep. Programme receivers are the people in the organisation at whom the change

programme is beamed. They are the ultimate instruments of the change or the beneficiaries of
change.

10.5 WHO DOES THE EVALUATION ?

The kind of evaluation that is a regular part of the job of a manager and is done almost
routinely at periodic intervals, like daily, weekly, fortnightly or monthly, is also termed as appraisals
and reviews. It is better to use the term monitoring evaluation for that purpose. One of the main
criteria of monitoring evaluation is t*& simultaneity of the change process and monitoring process.
With the widespread use of compute.s; almost instantaneous data availability has made monitoring
through MIS (Management Information System), MPCS (Management Planning and Control System),
. PERT (Programme Evaluation and Review Technique) and similar other processes, a sophisticated
discipline by itself.

At first sight these assertions may appear startling to many. They demand critical reflection.
When one sees statistical fireworks displaying colours of many splendours in order to arrive at a
definite answer to a non-question orto a wrong question, significant at .01 level after quantifying to
three decimal places what is essentially non-quantifiable. One remembers the search of the blind
man for Schopenhaur's black cat in the dark room when the cat is not there. The comments of
Cronbach et al warn against that kind of futile endeavour. They are inviting evaluators to operate
from their enlightened wisdom rathzr than from the doctrinnaire bound knowledge. Every art has its
own rigorous grammar; an artist has to master the grammar and perform. Most writers view that a
major reason for evaluation is to provide information for decision making. Weiss states : "The
basic rationale for evaluation is that it provides information for action. Its primary justification is that
it contributes to the rationalization of decision making" (Weiss, 1972 : see also Angrist, 1975;
Cooper and Mangham, 1971). When a change programme is visualised as manipulation of
independent variables to produce effects on specified dependent variables, the evaluation may
bring out the information about the actualinterrelations developed in the ongoing process of operation
of those variables and the impact of the dependent variables upon the dependent variables. The
evaluation ien can reduce the uncertainty about the interrelationship between means and ends in
decision making.

An overview of the relationship between evaluation and decision making has been provided
by Anderson and Ball (1978). They think that evaluation can contribute to three types of decision
abcut change programmes : ’

1) - Decision about programme installation.
2) Dei:iéion about programme continuation, expansion / contraction and certification
3) Decision about programme modifications. o

Informations to be elicited from evaluation for these three types of decision making mentioned
above are varied, depending upon the contingent nature of the decision making situations. An
illustrative listis provided below;
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1) For decisions about programme installation, the question may be :

What is the need of the programme ?

What are the alternatives ?

What is the best alternative ?

Does the alternative being suggested really exist ?
From whose point of view do the alternatives exist ?
What is the best possible plan for the programme ?
What is the best strategy ?

What are the tactics, the methods to be employed andsoon?

2) For decisions about programme continuation, expansion / contraction and certification,
the questions may be :

Was the programme a success ?
Did it achieve its objective ?
What were its effects ?

How did the results compare with results obtained from another group with
the same change programme ?

Is the performance better than the performance obtained from another period?
Is the performance better than the best obtained earlier ?

Did the programme achieve results when judged in relation to criteria derived
from the objectives of the change programme ?

What are the possible side effects, by products and unintanded
consequences'? '

What are the contextual factors that are associated with particular result
obtained by the change programme ?

What are the costs incurred ?
What are the resources required ? .
What are the demands and support that the programme has generated ?

What are the contmumg needs of the programme or has the programme been
so successful that is no longer needed ?

What would be the cost and resources needed in future for meeting thr
continuing needs ?




=Centre for Distance Educationharya Nagarjuna Universitys

° Can the same efforts be achieved at less cost ?

° Can greater effects be obtained at the same cost ?

It may be noted that for overall programme effectiveness, the impact or 'Summative'
information (after Scriven, 1967) may be examined from a comparative or absolute perspective
(Anderson and Bell, 1978, pp. 28 - 29). In comparative assessment results are assessed in
comparison with another programme or the results obtained elsewhere. In absolute perspective,
the results are judged by the criteria deduced from the objectives. Questions emerging from both
types of perspectives are cited above. '

‘3) For decisions about programme modifications, the questions may be :

i) How acceptable are the objectives of the change programme to all the parties
to the change ?

) Is the content of the programme relevant to its objectives ?
° Which components of the content most adequately serve which objective ?
° Are the components appropriately sequenced ?

) Given the objectives and content, what is the best macro design and best
micro designs of the events inisde the macro design ?

) How should the programme be presented best ?

° How are the organisational policies likely to affect continuing support for the
programme ?

° Are staff relationships cooperative or competitive ?

10.6 OPERATIONALISING EVALUATION

In order to undertake an evaluation programme, it is necessary to identify the basic
components of evaluation and an evaluation design.

10.6.1 Components of Evaluation
The bi. sic componerﬁs of evaluation are :
1) Objectives
2) Worth or value of the focal variable(s).
3) Measurement
4) Comparison
5) Conclusion
These are elucidated briefly.

1) Objectives : deal with the 'why', thatis the ultimate purpose for which the evaluation
is being undertaken. It is synonymous to mission, goals or aims. It also keeps in view
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2)

. 3)

4)

the needs of the stakeholders in general or of the specific need of a particular
stakeholder. These may be varying, conflicting, overt and covert needs of stakeholders
=nd the evaluators ranging from making policy decisions, midcourse corrections to
" iding more fuel to intraorganisational policies or even interpersonal politics.

Atanother level, the objéctives can be understood in terms of gaining valid information

- about effectiveness, efficiency, impact or benefit in which case the end result of the

change programme is kept in view.

The objectives of an evaluation at the formative stage, particularly when it is based
on pilot studies, or at the initial stage of the main change programme, are to gain
knowledge and insight about the efficacy of the main programme and about the
designing of the main change programme. Objectives of intermediate evaluations at
regular intervals would be establish mile posts as benchmarks for time series analysis.
So, the objectives of evaluation at the jnitial stage of a change programme, at the.
intermediate points, at the final stage or at the completion of the change programme
maly be different. Most useful evaluations have, in the final analysis, the purpose of
improving a change programme.

Worth or Value : refers to '"What' of the focal variable(s). The focal variable(s) can be
individual, object, situation, a project or a programme. Worth is the essence of existence
of the variable. This is here and now essence, that is, it does not refer to other time,
place and context, not what it was or it could be. Worth includes present quality, inherent
potentiality and latent capability and power of the variable for the movement from the
present state and to the desired state. In conceptualising the value of the variable, a
distinction has been made between, "merit" (context-free value) and worth (context-
determined) by Guba and Lincoln (1 981). From the point of view of evaluation, since
either is important, worth and value are used here interchangeably.

Measurement : refers to 'how much' of the worth. The technique of measurement of
social variables has been very well developed in psychology and sociology, more
particularly in psychometrics. It is a quantitative transformation of some dimensions of
the variable, usually referred to as properties, using a scale that may be actual or
notional.

Estimation of worth can also be made by other methods which are qualitative and
non-metric. Observational methods, case methods, interviewing, simulation techniques,
projective techniques etc., mentioned in other units (6 & 7) can also provide valid data.
These data are primarily qualitative though some of them can provide quantitative data
on secondary transformation. e '

‘Comparison : refers to positioning the data in relation to soffe chosen reference

point. The data obtained from the measurement of the worth of the focal variable can
be positioned with data evolved from the measurement of another significant variable
chosen for reference. The reference may be made to criterion variable. If in the
evaluation designithere is a control, the obtained data can be related to control data.
The post-treatment data can be related to the pre-treatment data. Qualitative description
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the systems model, the change programme can be understood as successive steps in a flow from
inputs to benefits.

Fig. 9.1 : Evaluation Model

Inputs Transformation - Outputs - Outcomes - Benefits Process
| ' Intervention Process
Efficiency:
Effectiveness

Cost Benefit Analysis

Inputs are the resources set aside for the change programme. These resources are, for
example, money, manpower, facilities etc. Transformation processes are the processes of
conversion and changing through intervention. Outputs are the products and services. Benefit is
the ultimate utility and value that the receivers of a change programme get. Based on these five
factors with which evaluation is often concerned a typology of evaluation can be evolved. These
types are :

i) Efficiency evaluation

ii) Intervention evaluation

i) Effectiveness evaluation, and
iv) Cost-Benefit analysis.

i)  Efficiency Evaluation: seeks to find out the quantity and quality of output {products/
services) achieved per unit of input used. As Katz and Kahn (1980) state "... in essence,
it is the energic input : output ratio (p. 171)." For example, as money utilised out of
money invested; hours of work put to use. Information on various types of utilisation
like machine utilisation, manpower utilis.:tian, fund utilisation, training centre utilisation,
number of training days, total available working etc., comes under this category. The
prime objective often in efficiency evaluation is to determine wastage and to explore
ways of reducing it and increasing productivity. Another objective could be to produce

- systematically more of the same product and services at the least expenditure of
scarce resources.

ii) Intervention evaluation : is concerned with examination of the transformation
PROCESS. Often this forms the heart of evaluation fromthe point of view of theory of
changing {Bennis, 1966) about which most facilitators or organisational change is
concerned. Porras and Robertson-(1987) suggest two broad types of change theory
(following Bennis, 1966) : Implementation theory and change process theory.
According to them implémentation theory includes : (1) Strategy, (2) Procedure and
(3) Technique. Variables that constitute change process theory are : (1) target variable
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of what has happened can be matched with how it was when the programme was not
introduced or at the initial stage. o '

5) Conclusion : is arriving at a judgement after comparison is made. The = onclusion
can be made on the basis of objective logic or subjective preferehces Jdepanding on
what is warranted in a given situation depending on time, place and gérson. After
taking a circumspective view of a large number of issues involved, it involves arriving
at a final verdict as to the adequacy of the present attainment of worth for the final
achievement of the desired objective of the change programme. The clearer is the
keen of vision of the course on which the movement of the change proceeds - from the
present state to the final state in the mind's eye of the evaluator, the sharper are his -
conclusions.

The starting point in evaluation is to define what is to be evaluated. Take for example,
as a part of planned organisational change, a training programme was launched with
the participants drawn systematically from some or all levels of employees. In evaluation
of the training programme, ‘

e the individual participant can be the focal variable or

e the focal variable can be the training sessions,

e the trainers, '

e the design of the course,

e the utilisation of the training centre,

e the coverage of the participants

e the desired learning emerging out of the programme, or

e the whole training programme including the effects it has generated in the organisation
and benefits the programme has brought to the organisation.

On the policy level whether the training programme is desirable or not, the evaluation
should be able to indicate it. Evenif itis assumed that the training programme should
continue on the basis of the logical theoretical standpoints, or on the consideration of
many other factors like a belief that training is always useful 'or' it is a done thing in
other organisaticns' etc, evaluation should be able to indicate what went right and what
wentwrong such that the same training programme or similar other training programmes
can be improved. Lynton and Pareek (1990, pp. 226 - 247) provide a lucid illustration of
the critical issues involved and how to do agood job of evaluation of training programmes,
What applies to the evaluation of a training programme, is also relevant in evaluating
most other change programmes.

Oncé‘_the focal variable is ‘identified and the objectives defined, a conceptual
framework of evaluation can be identified. -

10.6.2 Evaluation Typology : A Model Based on bjectives

Katz and Kahn (1980) suggested that "assessment of organizational effectiveness and
efficiency requires the use of a system perspective" (p, 171). If the change process is conceived in
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" (2) manipulable variables (3) mediator variables and (4) moderator variables.

iii)

~ Assessment of all these seven aspects or of some of them are undertaken, according

to the need, under this category. -

Effectiveness evaluation : is the assessment of outcomes from a given set of

- ‘nputs passing through processes (see Scott, 1977). Similarly, Goodman and Pennings

{1980) state : "A definition of OE (Organisaional Effectiveness) must include some
outcome or substantive dimension (e.g. profit, satisfaction or survival). The outcome
represents the object from which OE is assessed" (p. 192). They think that attributes
of orgéniza’tional’ effectiveness should include not only outcemes but also constraints,

- standards, and referents, and a functional statement. Some of the effectiveness

criteria that have been used by different organisational researches are : achieving

- objectives and goals, adapting to external environment, monitoring intemal environment,
~ revitalisation, integration, profitability, growth (in net sales, in earnings, variability in-

growth rate, risking, bargaining position, employee satisfaction, collaboration.)

Cost Benefit Analysis : is to assess the benefits from a given ievel of inputs. Different
stakeholders have different interests. This analysis takes into account the fulfilment of
those needs. Cost-benefit analysis also examines the achievement of the metagoals

~ of an organisational change programme - the ultimate utility and the social relevance,

contribution to society and relevant community. -

Out of the these types of evaluation, evaluation of efficiency is the easiest but often is
the least useful. '

Once the type of evaluation to be conducted is determined, the next phase is planning
-of evaluation. c ’ :

10.6.3 Issues in Planning and Conducting an Evaluation :

Planning for evaluation is based on certain considerations. A few major points that may
guide planning and conducting evaluation are indicated here : :

1)

2)

3)

‘Select the questions that need to be persued in evaluations. Stakeholders are many;

their interests are varied; most of them are not scientists and the questions can be
numerous. But the resources, specially fund and time, are limited.

Keep room for including other questions or modifying the questions with which

evaluation started. As the evaluation progress one may observe newer issues emerging

Evaluation should be open to these questions.

..and these issues may have significant bearing on 'irflprovipg the change process.

The evaluatgr?shoulld familiarize hirrv\?&lj with thQ;E%Qange p;%gngamme. Find out a great

3

deal about the change programme - its history, how it was conceived, how it was run.

‘The evaluatéfifas to find outwhat td.measure {h order to frace how the:programme

works. . A one SN

-Select variables. Determinewhat kind:of an evaluation it will be - efficiency evaluation
or effectiveness evaluation. The stated objectives and goals$ of the programme, by
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themselves, do not yield the vanables nor do the questions that the stakeholders
raise. After screening the questions and famlllansmg himself with the project and its

context, the evaluator has to be imaginative to locate the variables, the study of which
would yield answers to the questions raised.

5) Armrange the variables in their mterrelahonshups The dependent variable, independent
variable and intervening variables are to be outlined. It may be planned to float a number
of simultaneous studies on multiple variables.

8) Determine how much quantitative and !qualitative data would be required.

7) Develop a design. Should there be a control(s), rephcates ? Howwould the samples
be drawn ? Should there randomisation ? Each question has important bearings mainly
reasonable reliability and validity of the information as well as its cost, feasibility and
practicability. For example, controls are extremely difficult to setin an ongoing life of an
organisaﬁon Yet without control, it is near impossible to determine cause and effect
relationship.

10.7 SELF ASSESSMENT TEST / QUESTIONS

1) Examine the concept of evaluat|on. Who are the stake holders in evaluation ?
2) Describe the process of operationalising evaluation.
3) Who does the evaluation? Explain.
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Block III contains brief accounts of a few approaches to introducing and managing change.
It consists of 5 Units. The first unit discusses some major models of organisational change.
This is followed by four units dealing with Extension Model, Organisation Development
Model, Process Consultation Model, and Work Redesign Model. The cases are from diverse
fields like agriculture, education, NGO (voluntary sector), post office, industry and financial
institution. ~ ‘




UNIT - 11
SOME MODE S OF ORGANISATIONAL CHANGE

ObjectiVeS' :
After completmg the unit you WI|| be able to: ‘ : _
e have an overview of some major models of or approaches to organlsatlonal change
e appreciate the main contributions of these models o '
‘e understand the relevance of these models to different sntuatlons
Structure :
11.1  Models of Change
11.2  Focus onthe Individual
11.3 Focus on the Role
1.4 Focusonthe Team
11.5 Focus on the Organisation
11.6 Self-Assessment Questions
11.7 Further Readings

11.1 MODELS OF CHANGE

There are several models of osganisational change. A model is an i:itegrated way of
explaining why and how change takes place, based on a known and acceptable basic explanation
(theory) of relationships of several aspects involved. It would be obvious that th re can be different

‘ways of explaining change, depending on what theory we follow or use.

Two constrasting models of change are the "trickle down" model vs. "identity search” model.
The first is also termed in Sociology as Sanskritisation, i.e., following the =2xamples of the elite
group. According to the first model organisational change occurs becaus:: the top management
takes a decision and adopts some new ways (technology, systems, structure etc.) and others
follow it. According to the second model, the urge to develop one's own uniqueness and ide

ntity will make the group or individuals accept change.

Another way is to look at the external or internal forces as det.- ninants of changes. The
adaptation model emphasises the role of external factors (a new go: - eent policy, competitive
environment) in producing change in organisations (more emphasis ¢ - quality, restructuring etc.).

-According to the proaction model, the explanation comes from withir “»e organisation (the decision
of the organisation to set an example, to be a leader, to anticipate f:.~ure) and act and change itself
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in response to such an intemal urge. '

Yet another explanation of organisational change may lie in emphasis on the structure or
the process. Successful change, according to the first model (structure model) would require
preparing the necessary structural details (technology, design of the organisation, systems), and
introduce them systematically. People will also change, according to the process model, successful
change can be planned by helping people to develop process competencies (ways of planning,

- decision-making, problem solving, collaborating, communicating etc.,), and then people will find
new ways ¢f organising etc.

A more comprehensive way is to look at the main emphasis in producing-change - the
individuals, the roles, the teams, or the organlsatlons We shall-use this way of looking at some
models of organisational change

11.2 FOCUS ON THE INDIVIDUAL :

According to this model of change, the individual is the prime force in organsiational change.
Individuals can promote or resist change. If individuals get motivated, change is easy. How do
individuals get motivated ? We shall consider three explanations in this regard : individuals change
when they learn new and more desirable ways of doing things; they change when they get
non-threatening feedback they change when their motives change.

Change as Learnmg Process : The adoption-diffusion model of change, so popular in
agriculture, is based on the theory of change being the process of learning. Learning takes place
when one is dissatisfied with the present state, wants a change, sees the new alternatives
somewhere, debates in one's mind about the pay off of the new alternative, checks with others one
trusts, tries the new alternative, assesses its advantages over the old ways, and finally adopts it.
This model has been discussed in detail in Unit 1 of Block 1 (1.3). Two main elements of this
model are : Change is regarded as a sequential process, and the rate of change varies from one
individual or group to an other.

As already discussed in 1.3 (Block I), there are 8 stages in the process of change in an
individual) : initiation, motivation, diagnosis, information collection, action proposal, deliberation,
implementation, and stabilisation.

Individuals do not respond to change at the same rate. Those who accept change have
been classified into five groups : innovators (about 2.5%), early adopters (about 13.5%), early
majority to adopt change (about 34%), late majority (about 34%) and laggards (about 16%).

A large number of studies have been made, and extension practices have been developed
to help people go throughthe sequiential process faster, and to help "late majority" and "laggards" in
leaming to quicken theirpace of change. One popular method to help is "demonstration"” of the new
alternative, by taking pepjle to a placewhere it has been sticcessfully used.

Change throuweedbackﬂgAnother model of change is based on the assumption that
individuals change if they.get feedback on their behaviour, and also have a theoretical framework
which shows that the cugrent behaviour.is dysfunctional. The feedback need to be objective and
non-threatening. A good-example of this model is the work done in schools on changing teachers
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style, using Flander’s theory of teacher's classroom interaction behaviour. The teachers leam how
to score objectively a teacher's behaviour while teaching the students. The scoring mehos s
objective and teacher's behaviour is scored every third second during the period of teaching. Scoring
reliability of 98% (agreement between two scores) has to be established before scoring a teacher's
behaviour on “direct influence” (behaviour which restricts initiative and freedom of the student, like
lecturing, criticising, reprimanding, ordering, asking questions with one known answer) and "indirect
influence™ (behaviour which encourages students' initiative and autonomy, iike student taik,
encouraging, recognising students’ contribution, building on students’ ideas. recognising feelings,
asking questions with multiple altemative answers). Then ¥/d (indirect divided by direct) influence
behaviour is worked out and feedback given to the teacher concemed. The teachers leam the
theory and research results showing that direct influence behaviour resuits in dependency, lack of
intiative, low activity level, lower interpersonal trust, and low adjustment of students, while indirect
influence behaviour results in the opposite effect Such feedback alone leads to change in teacher’s
style and change of the school ciimate. (References to the results of work done with this mode! are
given in "Future Readings").

Successful attempts have been made to change motivation pattems of individuals, and
produce large change. (Reference to the work is made in the Readings at the end of this unit)
McCIeﬂandhassuggesiedmeﬂﬂlowing 12pmp05ilionsfordwigningimrvenﬁm to help the aduifs
acquire motives which they desire to have. '

Proposition 3. The:more thomughly an mdmdualdevelops and clearly conceptualises the
associative network defining themotive, me‘wrewmlsmdevelopmemohve "

Proposition 4. The more an indiyidual can 1 }Ihenewlydevelopednehnorktorelaﬁedactions, the
more likely is to occur.and endure in thoughit and action.

Pmposuhons Thesmomanhgiividualmhmmenewlyconoepmalisedassodaﬁon-acﬁon
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complex (or motive) to events in his everyday life, thé more likely the motive is to influence his
thoughts and actions in situations outside the training experience.

Proposition 6. The more an individual can perceive and experience the newly conceptualised
motive as an improvement in the self-image, the more the motive likely is it to influence his future
thoughts and actions. o

Proposition 7. The more an individual can perceive and éxperience the newly éonceptualised

motive as an improvement on prevailing cultural values, the more the motive likely is it to influence
his future thoughts and actions. :

Proposition 8. The more an individual commits himself to achieving concrete goals in life related
to the newly-formed motive, the more likely the motive is to influence his future thoughts and actiors.

Proposition 9. The more an individual keepsia record of his progress toward achieving goals,to‘
which he is committed, the more the newly-formed motive is likely to influence his future thoughits .
and actions.

Proposition 10. Changes in motives are more likely to occur in an interpersonal atmosphere in
which the individual feels warmly but honestly supported and respected by others as a person’
capable to guiding and directing his own future behaviour. ° '

Proposition 11. Changes in motives are more likely to occur, if the setting dramatises thel ‘importance )
of self-study and lifts it out of the routine of everyday life. ’ ) ~

Proposition 12. Changes in motives are more likely to occur and persist if the new motive is a
sign of membership in a new reference group. : -

11.3 FOCUS ON THE ROLE :

Organisational change can be brought about by changing the organisationé’l\roles. It has
been argued that individual change is too expensive in terms of time and effort, and may not
necessarily lead to organisational change. If orgamisational roles can be modified, these wit: & the
one hand increase individuals' involverment, and on the other increase organisationai effectiveness.

One approach used for organisational change is that of role efficacy. Crganisational roles
are analysed for role efficacy (potential effectiveness) in terms of the following 10 dimensions.
The more these dimensions are presentina role, the higher the efficacy of that role is likely to be.

1)  Centrality Vs. Peripherality : The dimension of centrality measures the role
occupant's perception of the significance of his or her role. The more the people feel
their roles are central in the organisation, the higher will be their role efficacy. For
example, "l am a production manager, and my role is very important.” '

2) Integr_a_tioh Vs. Distance : Integration between the self and the role contributes to
role efficacy, and self-role distance diminishes efficacy. "l am able to use my knowledge
very well here." B

3) Proactivity Vs. Reactivity : Whejn a role occupant takes initiative and does something
independently, that person is exhibiting proactive behaviour. Onthe other hand, if he
or she merely responds to what others expect, the behaviour is relative. For example, -
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"I prepare the budget for discussion" versus "| prepare the budget accordingly to the
guidance given by my boss."

4) Creativity Vs, Outinism ;: When role occupants perceive that they do something new.
or unique in their roles, their efficacy is high. The perception that they do only routine
- tasks lowers role efficacy.

5) Linkage Vs. Isolation : Interrole linkage contributes to role efficacy. If role occupants
perceive interdependence with others, their efficacy will be high. Isolation of the role
reduces efficacy. Example of linkage : "I w~™ in close liaison with the production
manager”.

6) Helping Vs. Hostility : One important as‘pect - efficacy is the individual's perception
that he or she gives and receives help. A pe seption of hosfility decreases efficacy.
"Whenever | have a problem, others help me", instead of "Peqple here are indifferent
to others". o -

7)  Superordination Vs, Deprivation : One dimension of role efficacy is the perception
that the role occupant contributes to some "larg2r" entity. Example : "What | dois likely
to benefit other organisations also."

8) Influence Vs. Powerlessness : Role occupant's feeling that they are able to exercise
influence in their roles increases their role efficacy. The influence may be in terms of
decision-making, implementation, advice, or prc Hlem solving. "My advice on industrial
relations is accepted by top management". " |z m able to influence the general policy
of marketing". ‘ :

9) Growth Vs. Stagnation ;: When a role occupant has opportunities - and perceives
them as such - to develop in his or her role through learning new things, role efficacy
is likely to be high. Similarly, if the individual perceives his role as lacking in opportunities
for growth, his role efficacy will be low, ’

10} Confrontation Vs. Avoidance : When problems arise, either they can be confronted
and attempts made to find solutions for them, or they can be avoided. Confronting
problems to find solutions contributes to efficacy, and avoidance reduces efficacy. An
example of confrontation " "If a subordinate brings a problem to me, | help to work out
the solution". "I dislike being bothered with interpersonal conflict" is a statement
indicating avoidance. C .

11.4 FQCUS ON TEAMS :

Some models of organsiatioral change are based on effective teams as the medium of
change. Organisation Development (OD) emphasises team development. Work design is also

based on making work group’s;_lmore effggtive. While OD mainly empha'sises organisational

processes, work designing focuses on distfibution of power in the organisation. . .

Organisation DeVelvopment (OD)

e -0D model of change is based on the ass'umption that effective organisational change would
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require change in basic vaiues or ethos of the organisation, strong teams, and involvement of
orzErisEuons members ir, the different stages of planning of change (problem identification,
diagnosis, searching ~temative interventions, using an intervention, i.e. action, and evaluation).
The change would be effective if the entire organisation (including the top management) is actively
involved in designing and implementing change with an extemnal process expert.

OD emphasises both team building and development of values, mainly OCTAPACE values
{openness, confrontation, trust, authenticity, proaction, autonomy, collaboration, and experimenting).
Team building is both the objective and an important medium of change. Members of the organisation
work in teams at different levels of change. Enough experience on OD is available, aithough not
much research has been done. Expe i ace has shown that OD is a useful model of change, if
internal facilitators can be developed i sustain change. Both research competence and process
competency is needed in OD.

Process consultation

Process consuitation is one specific approach. Process consuitation is the helpgiventoa
client group in understanding and developing methodology of working in general, and understanding
and managing the effects of work methodology on involvement, alienation, collaboration, confiict,
consensus and such other group processes which effect decision-making and the members'
commitment to the decisions made.

Schein suggests three main characteristics of process consultation : joint diagnosis of the
process with the client, helping the dliestin leaming the diagnostic skills, and the active involvement
of the client in searching a solution. '

A consultant heips a client group by giving feedback on their ways of working in examining
the data, and in planning improvement in the processes of working and decision-making. The
process consuitant helps the client group move from dependence to interdependence and
independence in diagnosis and action planning. As the term suggests, consultation is on process
of working anc not on the content,

Work Redesigning

Work redesigning focuses on distribution of power of decision-making in work related matters
to the group which is responsible for results. It is a radical model, emphasising integration of
intellectual {managerial-supervisory) and physical work (production). Work redesigning is done by
training members of a team in multiple skills, and giving complete autonomy to the team to plan,
supervise and produce products or services. The role of the supervisors then changes; they plan

boundary management (getting resources needed by the team, solving their external problems)
and educational roles (beiping the team when needed on new information, training etc).

Work redesigning emphasises the use of responsible autonomy, adaptability, variety and
participation. It uses the socio-technical systems and open systems approaches, suggesting that
technical systems need to be integrated with the social systems and should be open to feedback
and change. Self-regulation is greatly emphasised.

Nitish De, who pionegred work redesigning in India in different settings (industry, post office,
" LIC, income tax office, corisufiing organisations, bank) proposed seven phases of work redesigning,
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based on experience in India.
1) Hostility : Despite preliminary explorations, discussions and clarifications sought

2)

3)

4)

5)

6)

7)

and offered, there is a feeling amongst employees, irrespective of their positions and
roles, that the experiment is a motivated one, conditioned by the management's desire
to gain and the researcher’s desire to conduct the research in order to publish. Intemal
consultants are seen as motivated by career considerations. Depending on the
dynamics of the situation in most Indian organisation, the phase has been operating
covertly. Overt expression of hostility has often come from isolated individuals.

Reluctance : Though some degree of curiosity develops amongst the members, there |
is no visible symbol of commitment. However, a few persons involved in the experiment
feel that something is possible and that some changes for the better can be effected.
Positive leaders among the experimental groups do play an important role in this as
well as in the earlier phase.

Guarded commitment and indifference : A substantial number show interest in
what is happening, seeking data, taking initiative in group discussion, and offering
suggestions, while the maijority still remain indifferent. Indifference is more passive
compared to the two earlier stages.

intergroup dynamics : Something of a Hawthome effect is produced in terms of
attention received. On one hand, anin-group feeling gets created at the experimental
site and, on the other, a feeling of jealousy and some amount of hostility is often
expressed by way of jokes and caustic comments by the other groups.

Positive Interest : On one hand, in-group feeling brings some degree of stability to
the experimental group and, on the other, some intemal dynamics goes onin terms of
power struggle regarding the experimental scheme. At times it is aggravated by caste
and regional considerations, factional in-fighting between sub-groups with negative
and positive attitudes and others who are in between. The positive groups, however,
acquire more visibility because they now take more active interest and gradually take
the control functions in the autonomous groups.

Isolation of negative elements : The majority are already committed to the
experiment having experienced some positive gains on some of the key criteria such
as variety of job, meaningfulness, social support, challenge, autonomy, and evolving
norms for the group. The isolates are the negative elements who, depending on how
the majority treat them, either indicate withdrawal of a passive kind or personal hostility.
By and large, however, the group settles down to work out the operational details of
the scheme.

Networking : An experimental group takes initiative in looking outwards and seeks to
compare notes and experiences with other similar groups. This phase becomes a
potential force for the diffusion process. :

11.5 FOCUS ON THE ORGANISATION
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Structural change models have been extensively used for organisational change. The
emphasis is on developing a new structure of the organisation, in response to the changing
‘environment or the changing priorities of the organisation', and to ‘designing relevant systems

" (budgetary and information systems). The changes introduced demand new ways of working, and
individuals respond to such demands. Some good accounts are available of such changes. Some
turnaround work done is also in this category. o

MBO is a specific example of structural change, using a structured way of helbing on
organisation plan its time-bounded objectives at all levels, and working to achieve the objectives
set. Specific ways are adopted to monitor the working of group and individuals on these objectives:

While the various models have been suggested in this unit, it should be emphasised that
these do not work in isolation, and in practice many approaches are combined.

‘ Experience has shown that structural changes, for exam'ple, cannot be sustained without
relevant process support. Similarly, process facilitation must be followed by relevant structural
changes so that the process could be institutionalised and sustained.

11.6 SELF-ASSESSMENT QUESTIONS

1)  Describe different models of change, which focus dn the individuals.

2) Explain the ten dimensions which brings about organisational change through role
efficacy.

3) Explain OD as a useful model of change.

4) Whatis process consultation? Explain.

5) Explain the seven phases of work redesigning, as suggested by Nitish De.

M7 FURTHER READINGS

Adoption-diffusion model of change has been discussed in Unit 1 of Block |. The Process
of Planned Change in Education by W.H. Griffin and Udai Pareek (Somaiya, 1970) has
se._2ral chapters and incidents on this model.

N.A. Flanders pioneered work on change through feedback, reported in his volume Analysing
Teacher Behaviour (Addison - Wesley, 1970). Udai Pareek and T.V. Rao have reported
results of work done in India in "Behaviour modification in teachers by using feedback
using interaction analysis" (Indian Educational Review, 1971; 6(2), 11 - 46).

An excellent account of development of achievement motivation in an Indian town is available
in Motivating Economic Achievement (Free Press, 1971) by D.C. McClelland and D.C.
Winter. Prayag Mehta has described in detail the work done on developing achié?‘err\\en}
motivation in high school boys in Developing Motivation in Education (NCERT)Q o

Developing role efficacy and other role-related interventions have been discu,@edjp detail
in Udai Pareek's Making Organizational Roles Effective (Tata McGraw Hip 1973). - ~
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Organization Development by W.L. French and C.H. Bell (Prentice Hall of India, 1983)is a
good elementary book on OD. Edgar Scheins' 2-volume edition of Process Consuiltation
A dison - Wesley, 1980) is an excellent source on process consultation. Nitish De's
1" wrnative Designs of Human Organization (Sage, 1984) contains excellent material
~ oi. work redesigning in different settings.

S.K. Bhattacharya has done pioneering work in organizational structuring, some material of .
which is available in Managing Organizational Change edited by Somnath Chattopadhyay-
and Udai Pareek (Oxford & IBH, 1982), Chapters 5 and 6. B.L. Maheswari's pioneering
work on MBO is available in his Managing by objectives - Concepts, Methods and
Expenences (Tata McGraw-Hill, 1980).
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WHY CHANGES MAY FAIL :-TWO CASE
EXAMPLES

OBJECTIVES
After completing the unit you should be able to:
e become aware of some requirements for the success of change.
° understandwhatadnangeageuﬂshoulddotodealwiﬂl slow pace of change.
STRUCTURE
121  Introduction ‘
122 The Case of the Dissatisfaction with New Seed
12.3 Plateau Period
124 The Case of Ignorant Farmers
125 Self-Assessment Questions
12.1 INTRODUCTION

Theadoptiowdiﬁusionmodelofdlange,sopopdarinagﬁwlhm, is based on the theory of
mangebdngmmoo&ssdlwmg.mnimﬁ(%phmmnombdssaﬁsﬁedmmm&sem
state, wants a change, seesmeneWaltemalivessomewhere,debatesinone's mind about the pay
off of the new altemative, checks with others one trusts, tries the new altemative, assesses its
advantages over the old ways, and finally adopts it TﬁsnmdelhasbeendiswssedindetailinUnit
1 of Block 1(1.3). :

12.2 THE CASE OF THE DISSATISFACTION WITH NEW SEED :
Read the following brief case. ‘

Two agricultural extension agents in the same regibnmrkedwiﬂ\thefannersoftwo
diﬁamﬁﬂhgesmpomﬂbeminuwédmdmmﬁenewwaatwashmw
in the villages, meeﬁngsmreheldtodiswssmeadvamagesofmenewvariety.Anw
fannersweretakentovillag&ssomedistanoe awaytoshowmemﬁeldsgrowinggrainandto
encourage then to talk with farmers who had adopted the new wheat. Some of the grain
was brought back for the wives to try in making chapaties. During this period some of the
farmers were hesitant but it was agreed that they would go ahead with the experiment.
During the first year the innovation produced considerable enthusiasm. Some of this may
have been generated by the attention the extension agents gave to the villages and by the
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geenibokedhedﬂienasimaumdnbokedasiamgeryiddmldmnﬂisemedmw
wasréalisedatharvestﬁmeandthefammsweleveryhappy.
Inﬂ\ennonﬂ\smatfolmedsotnemnmnsofdissaﬁsfacﬁon beganto,beheam.'lhe
MveswnﬂahedmatﬂnnaMMduandmmﬂmraseaSWasﬂedd.Tmeed
thechapaﬁesseemed diﬁerent;somepeoplelikedmechangeoftasteatﬁrstbutgene:aﬂy
merewasdissalisfactionwimit Afewfamershadmoredfﬁwllythanusualwimmseclsin
the stored grain and there was discussion astowhethermiswasmefaullofthegnm or
whether the unusual amount of rain andwannweathermigIﬂbemecause. These and

case the new one did notprovetooomeuptomewunisea Althoughthetuncommuniﬁes
didnotemdymmﬂdeamwminmeameMdeebpmenB, in the spring both
extension agents hadreasontobedisoouraged.I}seemedtomemthatonoemomagood
idea had reached a certain level ofamptanceonlytobeﬂmartedbywhatseemdtobe
imagined problems. '

One of the extension workers accepted the situation. He had seen many other
development projects comingtoasimﬂarlevelofsumssandprogressingnofUMr. In
fact, in too many cases even partial success was temporary and the village feli back to its
old way of doing things. He was cynical and therefore did littie to comrect the situation which |
had arisen.

Stop Here and Analyse ' _ i
° Whydidmeﬁrstexmnsionagenttakeitasnonnalexperience-?

e Why were people dissatisfied? How did you explain this in terms of adopiic -
diffusion model ? ~

'Readthe.msefurtherasfollows:

Theomerextensionagentwasnotsoeasilydisomlaged- He decided to investigate and
ﬁndoultt\ereasonsforﬂ\eﬂlagel‘shesitaﬁontogoalltlmway inadoptingthenewWheat
He found ways of adjusthgthegﬁndngwheelssothatmene\uglainwasaseasytoconven
into flour as the old. Hehelpedmefarmerswhohaddifﬁullywiminsedstoq)plyi\secﬁdd%
and eliminate ﬂeproblemHemvedamongmefarmetsrepomngmesemdomersoMMns
to practical problems and renewihg their faith in the new variety. He arranged more visits to

‘ olhervillageSMrelemenewseedhadbeenﬁnrngyadopled. Hemokmemtoagb;gg:
 meard\staﬁonsmieﬂeysawdenmstaﬁonplomdanunbemfdmm)tnwvaﬁe . |
of grain. Throughout these steps he stimulated informal discussion among the farmers, |
“helping them to analyse the situation and to rethink what they should do. ThiSaddﬂional
eﬁonwmeemensimmemhebedﬂefamemwoymmrfeaﬁanmmm and
to go ahead with the experiment. mmespnngfolmngmemmermuefarmersdeadedt _
try the new grain, and the process of adoption once again resumedt§ upwarypath.
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12.3 PLATEAU PERIOD :

of learning, generally it goes through several stages : slow start, acceleration, rapid rate, and
levelling off. On a growth the line of learning speed appears as an S shaped curve. This is called
the leaming curve. This is shown in the figure below :

Rate "Plateau ‘

Time

Learning takes place slowly during the early, experimental period. The learner is getting
adjusted to the learning task. This is not a passive period; rather, it is a period of preparation. If the
individual is properly motivated and adequately guided to understand the learning task and what is
required of him, the next stage is one of acceleration and rapid learning. There is a sudden growth
in the rate of learning. This period is followed by a decrease in rate. This may be due to many
factors. When the greater part of the task is accomplished interest may fall off. The learner's
attention may be distracted by other new challenges. A feeling of satisfaction may set in because
much of the task is finished. Or, the learner may feel that he needs a period to consolidate.

The learner may be experiencing some difficulty. Or, the needs of the learner may have
shifted during the process, or the goal may have been judged to be no longer fully appropriate or
worth while. Whatever the reason, learning tends to leve| off and enter a plateu period during which
little that is new is learned. o

The plateu period requires careful watching. Ifit occurs near the achievemenht of full learning
orchange, then there is little reason for concern - the learning task will probably be rounded out at
a siower, normal rate. If, however, the plateau period arrives prematurely, special steps may be
required to revive the rate of learning. The causes of the early plateau should be studied and
appropriate action planned by the teacher. New motivation may be required. Assistance may be
needed in digesting what has already been learned. The goal and the learning task may require

may need help in overcoming certain learning blocks that have develcped. Improved communication
Muy be required among learners working on the Same task or between teachers and learners.
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When the situation has been accurately diagnosed and proper action taken, learning should move
at an increased rate once more, towards fulfilment of the learning objectives. 4

Change often follows a path similar to the learning curve. After a slow start, change
programmes often excite a great deal of enthusiasm resulting in rapid progress. After a time,
difficulties develop and interest lags. The impediments to change which appeared to be easily
surmountable during the period of enthusiasm now loom large and cause discouragement. |t is
discovered that some of the earlier, rapid change was superficial and did not take root. Or, the
administrators have lost interest and their a_zftention is now taken up with other programmes. This is
a critical stage where the programme moves beyond the plateu on to a higher level of achievement.
Many illustrations of this situation can be found in the attempts to introduce varieties of crops
among Indian farmers. ‘

The case cited above is oneillustration : .

In this case, one of the extension agents recognised the plateau period for what it was a
normal stage in the adoption process - and he took steps to analyse the causes and to take corrective
measures. '

It can be generalised that the process of change usually takes place in sfages, each stage
growing out of and building on the experience of earlier stages. Sometimes the steps are those of
problem solving. Sometimes they are those of an individual who becomes aware of a new practice
and eventually adopts it. Sometimes they can be described as learning stages, including the plateau
stage. However, we view the steps or stages of change it is important to keep in mind that most
people who are expected to make a change must experience all the stages themseives, personally.
In this way it is possible for them to grow with the process, to change qualitatively rather than in
form or appearance only. While there may be some people who require evolutionary development
less than others, even those who are most change prone need help in adjusting to significant
changes in attitudes and practices.

However, it is not always possible for everyone to go through all the stages involved in a
change programme. This is particularly true where a programme is initiated at the national or state
levels. In such programmes the early stages must be planned by seniors at the top and passed
down to lower levels for implementation. In such cases it is critically important that every effort be
made to help persons at the level of implementation to experience a new some of the thinking that
has gone into the earlier stages. This can be done in a number of ways. One way is for clients to
be allowed and encouraged to replan the programme in terms of the local situation. Through
rethinking and adapting the innovation the clients will develdp some understanding of the earlier
stages through which the change programme has evolved. As indicated earlier, such participation
at the local level assumes that the plan developed at higher levels is in no sense a "master-plan”,
butrather, that procedures for replanning at lower levels are incorporaied in the national or state
plan. Another way to provide for growth of clients, parallel with the earlier stages of a central,!yfl‘.
initiated scheme, is for them to carry on study and discussion of the problem area to which th\,“
programme will contribute. For instance, before introducing a new syllabus planned at the state
level, it is desirable to help the teachers, through study and discussion, to understand some of the
reasons why the syllabus js weak and should be chinge'd. Or, before the introduction of a new
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scheme locally for the inspection of schools which was evoived in a national research project, it will
be heipful for loca! inspectors to study some of their own problems in relation to the fundamental
purposes of inspection. Such introductory experiences will not take the place of the full experience
that has gone into the development of a new syllabus or a new scheme for inspection, but they will
help the clients grow to the point of understanding the need for the innovation before they are

" expected to adoptit.

Still another way of building readiness is to involve representatives of the dlients in the
original national or state-level planning, ask the representatives to retum home periodically and
explain the work of the planning group, and issue periodic reports on the change programme as it
develops. A good example of this procedure is provided by the social studies project carried out by
the former Department of Curriculum, Methods and Textbooks of the National institute of Education.
Infact, this project has been developed largely through.a series of seminars attended by

representatives of teachers and training college personnel from all over the country. The stage of
this project included :

a) a status study of social studies teaching in every state.

b) arethinking of the concept and purposes of social studies teaching;

c) the development of school levels: |

d) the construction of syllabi for the primary, middle and higher secondary stages;

e) the development of teacher guides for all three levels;

f. ‘e writing of textbooks;

g) the planning of in-services training courses for teachers, administrators and inspectors.

h)  the designing of an approach to individual states in which the resouirces developed by
the project are made available through cooperative ventures between each state and-
the DCMT:

i} the planning of ways of evaluating the classroom experience with the new programme
evolved for each state; and

§i  actual work with each state or groups of states in adapting and introducing the new
programime according to a carefully staged plan.

12.4 THE CASE OF IGNORANT FARMERS :

Read the i 1 uing short case :

in the early fiffies the Indian Agricu'ture Research Irsiiiute designed and developed a
small bicgas p'as! at that time called "the cowdung g@sf. piant”. Thg plant was for the use of
a family whe had about four cattie heads. The plant was a simple one. it consisted of one
cyindrical drum. The drum was to be placed in the inverted position, in a pit especially
prepared for rs purpose. Around the drum there was some space for the slurry to collect
jand come < ... after the gas had been used. The arum was open from the bottom, and there
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was amrangement for pouring cowdunyg into the drum, which had a pipe for the release of the
gas prepared in the drum. The pipe was directly connected to a stove in the kitchen, and to
lamps with special filaments. What the family had to do was to make the cowdung a little
liquidity and pour it in the drum every day When the gas was formed in the: drum, it would

rise and the gas could be used for the purposes of cooking and lighting. A family with four
| cattle heads could get gas for cooking and lighting purposes.

The main features of the cowdung gas p.ani were very attractive. Since cowdung gas
replaced cowdung cakes, it eliminated the smcke and various problems like drying and
- storing of cowdung cakes. In addition, cowdung cculd also be used as manure. The slurry
(which was digested cowdung) was released as the gas wias emitted. and couid be dirzctly
put into the field as manure. it had higher percentage of nitrogen, and therefcre was a ncher
manure, compared with raw cowdung. The raw cowdung cannot be put intc the fielo cirectly
- ithas to be treated and digested - otherwise it may attract white ants and many damace e
crop. But the siutry can be direcity put 1nto the field. Thus the cowcung could ba agezed

| almost ovemight.

The slunry did not smell, was both fiy-repellent and mosquito-repellent. The coocking
gas which was released was non-toxic and had no smell. Thus the advantages of the cowdung
gas were so numerous that adoption of this innovation was quite logical. The farmers could
use the cowdung as fuel, and at the same time, they couid have it back as manure for the
field. .

The Institute installed six plants in the premises of six families, free of chargje for purposes
of demonstration. The total cost of the plant at that time weais about Rs. 500. The Institute
announced a scheme of subsidising of the cost of the plant. The family had to provide the
labour. The Institute was to provide the know-how, help and material for Rs. 250. it gave the
subsidy for the installation of the plant and free service to help the farmers to leam how to
use the gas.

In one of the houses where the plant was originally installed, the housewife proudty
showed how the gas could be used for cooking. The visitors who came from ditferent
places and from outside the country were usually taken to this; house where the housc-wife
proudly demonstrated how chapatis and rotis could be cooked on the gas. The family had
also installed some filament lamps for the purposes of lighting, and at night they had very
good time sitting in the light from the cowdung gas plant which was much brighter than the
kerosene lamps used by other villagers. When one visited the house and savv how the
cowdung was used, one was highly impressed. And there wras no doubt that this was a
panacea for the villagers and would solve many of their proble:ms.

- Several families got the cowdung gas plants at a subsidy provided by the Institute. in |
ihemnd—ﬁﬂ:es however, medlffusmnofhslmovahonstopped There was no more clemand
fortheoowdmggasplaﬂs On the otherhand, somefamilneswhohadgmmeselnstal!edat
a subsidy, got the cowdung gas piants removed. Of the six farnilies to whom the cowdung
gas plants had been given free of charge, three of them got th>m removed. This was quite
disturbing. A team of three senior scientists, consisting of a psy.chologist, a sociologist, and
- a homescientist visited these villages and the families. (The author of this unit was also a
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member of the team). Our team saw the gas plantand interviewed several people and came
to the conclusion that the innovation introduced was indeed a panacea forthe villagers. We
all concluded that the villagers were ignorant, irrational and did not know the advantages of
this innovation. The villagers were pitied for their lack of rationality. However, it was thought
necessary to probe deeper, into the problem to understand why the villagers did not adopt
such a useful device. We spent long hours and evenings in the villages, and stayed for
several hours in the families where the cowdung gas plants were installed in order to learn
the reasons for the rejection.

Our team had an interesting experience in one family which had the criginal cowdung
plant. In that part of the country each family has a sitting room, called 'baithak’ usually a little
away from the house. One male member of the family sits there, smoking hooka while
talking with people who may visit him there. Charpais are spread over, and the person
greets visitors coming to the village. When we entered the baithak, we were accosted by an
elderly member of the family. This person was questioned about his impressions of the
cowdung gas plant. He praised the innovation. When asked for what purposes the cowdung
gas plant was used in his family, he gave general answers that the gas could be used for
making tea, cooking chapatis, boiling water, and so on. We wanted to pin him down to
understand how the gas had been used in the past one week. He gave general and evading
replies. He was then requested to recount what had been done in the family with the gas in
the last two days. Again the replies were general, and when the team insisted on having
specific information for a day, orice again the answers were to the effect that the morning tea
had been made, and then water boiled, milk boiled and chapatis made, etc. We requested
to be taken to the house so that the womenfolk could be met.

On visiting the house the elderly lady in the house was asked about the stove and the
cowdung gas plant. Much to our surprise the stove was missing and the drum was sunk,
and gave an appearance “f not having been used for some time. When asked as to where
the stove was, the house .ady remarked that the stove might be lying somewhere in the
backyard in the tank. And then she stated that for several months the plant had not been
used at all! Such was the ignorance of the farmers and unreliability of informants!

Stop here and

e Prepare adiagnosis of the sitatuion, and a plan to déal with resistance to cahnge, before
reading further. After you have prepared your strategy read further. "

The Case of the Ignorant Social Scientist

This is the continuation of the story of the ignorant farmers. After being told by the lady
| of the house that the cowdung gas plant had not been used for several months; we all turned
to the person who had been interviewed in his baithak (and who had given some details of
how the plant had been used for making various things, §\7en that very day). He was unabashed
and had'no embarrassment ori his face. He quietly replied that when he was saying 'yesterday'
or two days back', what he meant was some time back. What was happening. Anyway; it
was learnt later that some families have public relations people in their households, who sit
in their baithaks and are supposed to see the visitors from the government and other
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hear. What a frustration for social scientists to realise that several interviews for collecting
data could have had to validity at all!

Anyway, to come to the cowdung gas plants, based on the various interviews in the
villages, and after living with the families and observing what was happening; we, the experts,
| were converted, and our team concluded that it was us rather than the wllager\s who were
ignorant. The villagers were quite rational. In fact, it was c: concluded that in the prevailing
circumstances, if we were the villagers living in that part of the country, we ourselves would
not use the cowdung gas plant! We were again shocked and disillusioned with ourselves,
getting acquainted with the ignorant social scientists! The table had turned upside down!

. N

Let us now turn to the life in the villages. Jats from the dominant caste-in thége villages.
They are tall, strong and sturdy people, engaged in agriculture and dairying operations, and
very proud of their association with the land. They have fertile land to cultivate, and usually
have about ¢ : to 10 buffaloes; they supplement their income through se1hng ghee. Both
men and women work hard; in fact women work harder than men. Women go and help the
menfolk in the fields in various agricultural operations during most part of the day. In the
morning they look after the necessary household chores, take care of children, and after
they return from the fields in the. evening they cook food for the family boil milk and kept it
away for making curd. In'the moming they usually have breakfast of rotis left overnight. They.
churn the curd to make ghee and attend to other chores before they go off to their fields. Both
men and women work thewhole dayinthe field, and in the evening after they return {c their
house, they bathe with hot water, even in summer.

The housewife and other women bafore they go to the field for helping the menfolk in
various agricultural operations, attend to cooking. They use cowdung cakes which are dried
out in the sun and stored. They set up seven to eight small fires with the cowdung cakes.
They light them and these smoulder the whole day. On one such small fire they put a big pot
made of clay, in which milk slowly simmers throughout the day. As aresulta thick cream is
formed by evening and this gives good ghee next morning. On another fire they put a big
container of water so that it is slowly heated and the hot water is available in the evenings
when the men return. On the third, they put a big pot with some fodder to boil for the cattle
and this also cooks for the whole day. On the fourth they put some dal - usually they cook
whole rather than split dal, and it cooks for several hours through slow cooking. On the fifth
fire they put some vegetables, like mustard leaves, etc. which also take several hours of
slow cooking and so on. Thus before the women-folk go out to work to the fields, they set up
such small fires and put away all the things which they have to heat or cook. In the evening
when they come back they do not need much time to make rotis or chapatis. With all the dal
and vegetables available they quickly make chapatis, give hot water to menfolk to have quick
bath and in the mean time the meals are ready. After the men have eaten, the women take
their bath and eat their dinner. Later they sit and enjoy themselves and taIk and retire for the
night.

The life-styte of the villagers in this part of the country was quite interesting to observe.
The team of social scientists had more insight into their living and working. And we were a

iy
A
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litle more educated about people's lives and their thinking, how the.ir minds worked. Our |

ignorance was reduced to some extent.

Source TheseMomseshavebemadoptedﬁmanwessofPhnnedCInngemEamhon
by W.H. Griffin and Udai Pareek (Somaiya, 1970) and Behavioural Processes in Organization
edited by Udai Pareek, T.V. Rao and D. M. Pestonjee (Oxford & IBH, 1981) respectively.

12.5 SELF ASSESSMENT QUESTIONS :
1) \M\atgeneralisationdoyoumadeonmangeandgﬂmle?
2) What steps can change facilitators take for acceptance and continuation of change.




UNIT-; 13 ‘
OD IN AN NGO

OBJECTIVES

After completing the unit, you should :
e understand OD in action
e appreciate the consequential steps in oD
e identify key issues in OD
STRUCTURE
131 Introduction
13.2 The Setting
13.3 Entry and Contracting
134 Main Interventions
| 13.5 Internal Resource Development
13.6 Stabilisation and Termination

13.7 Self-Assessment Questions

13.1 INTRODUCTION

OD model of change is basett on the assumption that effective organisational change would
require change in basic values or.gthos of the organisation, strong teams, and involvement of
organisational members in the dg_f‘g:ent stages of planning of change (problem identification,
diagnosis, searching alternative interventions, using an intervention, i.e. action, and evaluation).
The change would be effective if the entire organisation (including the top management) is actively
involved in designing.and iMplementing change with an external process expert.

13.2 THE SETTING

This case study is of OD effort made in an NGO..it briefly narrates the various steps, and
also discusses somegelevant issues in OD, as these the pertinent in various places.

Inthis unit, an@itempt has been made to study #we OD exercise donein-an NGO which had.
188 members, spreaﬁgall:myhgwm;mostly belgw the age of 50; only 11 members were
above 50, with the mastelagegroup of 30s. 3

The members:dhpedfrom 48 yassewith the orgaﬁaation‘-tc*"‘l yeaﬁ;abount{\alf of the members .
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had spént 10 or less years. The nursing profession had the highest number. They came from 13
different geographical backgrounds and 8 countries.

FIRO - B was administered to have interpersonal profile. EXpressed control was low, and

wanted control higher than expressed control. The profile showed the community as a psychologically
mature group.

13.3 ENTRY AND CONTRACTING

One significant member contracted a consultant who was reluctant because of possible
ideological conflict. But the member solved the problem by stating that the NGO wanted help in
OD: and not in ideology. Consequently one consultant was invited to participate in a three-day
intemational meeting held in Europe by the apex body of the organisation to work out the dimensions
of OD. :

A meeting was held with the representative of the NGO to understand the operations and
structure of the organisation. On the basis of a few more meetings and discussion, a working
paper on the project was prepared. :

The working paper :
The working paper consisted of four parts dealing with :
1)  Our undefstanding at that time, of some of thga key issues involved;
2) A conceptual framework developed to formulate interrelations;

3) Certain hypotheses, assumptions and propositions that were to be the basis of the
' design of the OD programme; and :

4) The outline of the intervention plans.

The working paper emphasised the key issue as balancing of the three aspects of life of
each member : ideological life, professional life, and missionary life. It also emphasised that any
change in the environment demanded re-examination and readjustment of several issues within a
system which was embedded in that environment. One of the issues was insecurity. Habits had
been formed and some degree of stability had been achieved. Change presented a new perspective
and demanded new behaviour, something which has not been tested before, and resulted in
uncertainty, anxiety, and apprehension.

In developing the design, the following hypotheses were used :
1) ltis pos'é{i.ble to exami_'n.e the related knowledge and its linkages with behaviour.

2)  Such an examination can be4nade both at:ithe rational as well as at the emotional
levels. . ‘ _

3) Suitable hypotheses, on persons, organisational and community levels, can be framed
by an individual who can also gather data regarding his behaviour on each dimension..
He can analyse this data and accept or reject the hypotheses he has framed in regard
to his behaviour patterns.
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4)

5)

6)

Confrontation of issues leads to development of one's understanding of the latest
issues involved. This develops his insight which may provide him with added strength.
and adequacy in dealing with his problems.

When the latest issues like anxiety, fears, apprehensions, etc. are brought to the .
surface, and shared with others, perceptions of the issues change; those become

more realistic. At that stage it is possible to sort out how far the fears are real or

unreal, how far they are personal or general, individual or systemic. This sorting out

may help in energy mobilisation.

Sharing of feelings of anxiety and inade._ * y reduce the level of anxiety and
inadequacy.

Some Propositions : For the OD programmes the followi g propositions were suggested :

1)

2)

3)

4)

5)

6)

7)

8)

9)

10)

Changes are more likely to occur if the setting ¢ ramatises the importance of working
intensely on these-and lifts it out of the routine oy every day life, thereby creating an in-
group feeling among the participants. .

The more an individual believes that he can, wil' or should change, it is more likely that -
the organised attempts to change would succeed. :

The more thoroughly an individual explores his personal orientations, styles,
apprehensions, etc., and relates them to self-actualisation, the more likely he is to
experiment and change.

The more an individual can confront himself . n his usual style of interpersohal
interaction, the more he is likely to change.

The more an individual can perceive and experience the new attempts at changes as
consistent with the ideal self-image, the more the changes are likely to be sustained.

The more the self-confrontation occurs in a face-to-face group, with a climate supporting
such confrontation, the more the individual is likely to develop insightinto his behaviour.

The more a group develops a climate of support, with a norm of unhesitatingly giving
feedback to each other, the more the learning is likely to be (deeper and sustained).

The more intense and persistent the interactional meetings are, it is more likely that
the learning about the self would be (deeper and enduring).

The more an individual perceived that change in his behavib_qr (eg. being more
confronting) is required by the demands of his career and life situation, the more he is
likely to experiment and accept the change:: o

The more an individual can perceive and experience the new changes attempted as
consistent with the prevailing cultural values and norms, the more-the change is likely
to be sustained. g N

-
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11) The more an individual can examine the dynamics of the events in his everyday Iifé,'
the more likely is the internationalisation of his leaming.

12) The moie an indiv:dual can link the newly developed insight into personal and

interpersonal dynamics to action, it is more likely that the change in both behaviour
and action would occur and endure.

13) The more an individual commits himself to achieving concrete goals in life consistent
with the new insights, the more the change is likely to get stabilised.

14) The more an individu:al keeps record of his progress towards achieving goals to which
he is committed, the moi : ' & accepted change is likely to influence his future thoughts
and actions.

15) Changes are likely to occur and persist if the changes are a sign of membership ina
new and continuing reference group.

Within a few days after presenting of the working paper to the Chief, it was discussedina
divisional committee. The main stand taken was that of tentativeness both in terms of the contract
as well as the proposal.

The committee requested the consultants to prepare a shorter version of the working paper,
which was to be circulated to all members of the organisation before a decision could be taken.

There was complete silence for aimost six months. It was agreed that the decision to have
an OD programme would be taken, i 10t from above, but by each member, and that the decision of
each member would be communica ed upwards. This became an issue by itself. The system that -
usually followed the norm of decision - making at the top, now required to reverse the norm and
initiate a new practice. The result was indecision.

At the same time an important process was perceived. A good deal of questioning started.
Questions were not only raised on whether to accept or reject the working paper, but also on the
various norms and practices regarding the governance of the system. Such questions were raised
by the members individuatlly, in small groups;-and in the local units. The consultants did not actively
generate the process, but the task performance (of discussing the working paper) made the process
almostinevitable.

A The consultants were with the process, and indicated that they were not eager to geta
hasty decision. Aftera period of six months, the consultants thought it would be necessary to churn
up things a little more. First of all, it was necessary thata final decision-yes or no - must emerge,
and that the members should have a success € ‘perience in being able to arrive at a decision. In
order to facilitate the process, the consultants offered that they could meet the representatives of
the local units for a ¢couple of days. So a’f'tf‘/\lo-day‘programme was arranged.

The programme was attended by representatives of all local units (LUs). In the programme
the members could discuss about the new constitution, the emergent issues facing their life since
the introduction of"-the constitution, the meaning and implication of OD and societal changes,
adaptability etc. “The consultants presented various aspects of change : how we face issues of
change, what change means to us personally and professionally, and how we cope or fail to cope
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with the demands of change. A demonstration of laboratory training was given in a microform, and
the possible outline of OD programme and its financial implications. This was made clear that they
should have a wider choice of consultants.

Nothing was heard for two months. Then most of the LUs were ready to participate in the
OD programme. Finally a-draft contract was prepared, which was readily accepted.

13.4 THE MAIN INTERVENTIONS

Meaningful planning of interventions could be made on the basis of the consultants'
understanding of the organisation. For a thorough and better understanding the consultants visited
afew LUs and saw the normal functioning of the basic life; observed some of their formal meetings
both at the LU level as well as the division level; and acquainted themselves quite intensively with
the organisational process in their work place, through informal visits and attending formal meetings.

This process of initial diagnosis was rather unorthodox. The nearest standard method to
this approach is the anthropological method of cbservation. Too much reliance on the instrument-
generated data tends to shadow the holistic nature of the client system. Attention tends to
monopolised by the quantitative picture and the consequent interpretation of data. While the intended
methodology in OD is non-directive and client-centred, quantitative data feedback is strongly directive
because of its unassailable power. OD intervéntionists may ask themselves whetherthey will
undertake data collection, partly because of the power that the data gives them vis-a-vis their
- clients. '

Intervention Pla'mning : In the planning of the interventions the following issues were considered.
1) - The unit with which the intervention was to be used;
2) The overall objectives and the specific objectives of interventions;
-3) The type and nature of the interventions, and
4) Phasing, sequencing and Iinkage of these interventions.

There are usually extreme positions taken in the planning of interventions. While some’
consultants may use their general insights and experience in working with the client system, and
evolve their strategy based on their intention, some others plan out everything in detail. However,
here a somewhat intermediate position between the two extremes was taken,-although individually

| The main overall objective of the interventions would be to help the members bring up key
questions to the surface, confront and evolve by theiragvk\_g’n strength the answers to the questions
they formulated individually and in groups, and help them to increase their effectiveness as persons,
groups and as a community. aa s R

The specific objectives would, therefore, be to help them move towar_dsﬂthe positions they
value, and in a sense become self-actualised; to help them function as Optimaliy as possible; and
to help them use freedom and responsibility in being relevant to the world and its needs today.

-These three objectives included other objectives like :
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1) Todevelopon orientation of looking atwhat is happening in the organisation and why '
it is happening. This should strengthen both religious motivation and concem for others;

2) Tohelp others and receive help from others (interdependence of growth);
3) Todiscuss issués, including differences, openly (openness),

4) Towork for the continual growth;

5) Todevelop tolerance and flexibility at all levels; and

6) Tocreate awareness and improve sensitivity to one's own strengh for better utilisation
of resources for the community.

Phasing, sequencing and linkage : The nature of the task and the objectives of the
programmes were such that the interventions had to be on the living systems. For example, all
members participated (after their participation in the basic lab) in organisational diagnosis of their
LUs, and implementation of their action plans, as weh as preparation and implementation of action
plans for their houses. -

Before withdrawal of the consultants, stabilisation and consolidation of the change effort
had to be planned. This would technically be an attempt to refreeze. This would obviously be the
last input. ' -

Accordingly, the interventions were attempted in the following order:
1) Basic laboratory,

2) Internal resource development

3) Organisational diagnosis

4) Review laboratory for internal resources person, and

5) Stabilisation. |

The total OD programme was planned to be completed in a period of 12 - 15 months. The
pasic laboratories were to be provided within the first six months, followed by internal resource
development. It was planned to have organisational diagnosis after four months and continue
thereafter. At :he end of the year the review laboratory was over, the internal resource persons went
back to their respective LUs, and the terminal phase started. ,

Some important inputs in the basic laboratory were : microlab, personal structured data,
panel discussionsof organsiational strategy, action plan, and evaluation.

It may be useful to mention the ‘ggeps in the preparation of action plans for the local units.

1) Prepéring a mastér list ofi’éll problems of the LU perceived by the members of the LU
present in the new group; =

2) Prjo‘:"itising the problems on the basis of three criteria, viz., urgency of the problem,
feasibility of action, and minimal requirements of external resources, '
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3) Selection of a specific problem and defining it specifically;

4\ Dynamics of possiblé causes:
5,  rorce field analysis of the problem: ,
6) Devising alternative strategies for solution and selecting one of the alternatives;

7)  Planning the action steps, including the time when the action was expected to be
completed; ' ‘ .

8) - Anticipation of difficulties; and '
9) Consideration of help needed and planning for the help.

Those plans were presented by the planning module to the whole group in the community
session for critical review, and were later revised. After revision the group committed before the
whole community to work on the action plan on their retum. The strategy to involve other members
of the LU (who were not present) was also discussed.

At the end of the programme, the total experience was evaluated. Different methods were
used. Typically the participants worked in six groups to discuss the various aspects of the
programme, and presented to the total community their conclusions. For example, six groups

were formed on the following aspects.

1) Insight into self and planning for self-development to consider the inputs like : L group,
including marathon group, FIRO - B, Individual plans and commitment, Micro Lab,
Data feedback.

2) Learning to understand others : L Group, the case, perception exercise.

3) Developing a'c;limate of collaborative work in the houses : Exercise on trust, Exercise
on motivation, N groups.

4) Understanding community problems and preparing to deal with a problem : Action
plans, Fantasy, N Groups, Panels. : ‘

5) Developing conceptual undérstanding of interpersonal, interpersonal and group
processes : Exercises, Concept sessions.

'6) Management of the programme (including facilities, kind participants and the nagging'
trainers!) ' o ,

The programme ended with songs on commitment and energising the learning obtained
with a basic faith of transferring the learning for the good of all. Usually it was a very intensive
programme, highly packed with events both at the rational as well as the emotional level. The
working day started at 7 a.m. and closed most often iithe small hours of the following morning.
The programme was designed to be intensive. The intensity of the experience, though very
- exhausting, was highly stimulating. Never for a moment did it seem boring to any participant or

trainer. The credit for this may be partly seen by the design of the program;me. However, the
keenness and eagerness of a group of individuals who had dedicated their life for a purpose, with
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their high degree of motivation and commitment to the programme was 2 unique experience for
any consultant. To every trainer this programme became extremely involving and satisfying, and
experience from which we believe, the trainers, leamt as much as the participants dic

Organisational Health Survey

At a much later stage, and as a part of an intervention to help the members develop some
skill of organisational diagnosis, a survey was done with the help of the members. The interventions
themselves are not enough in an OD process facilitation. What happens during the intervening
phase between the two interventions is also important. To sustain the momentum gained in the
basic laboratories, an intervention would be necessary at the level of each L.U. Thistook the form -
of organisational diagnosis. This was one of the OD interventions.

This intervention was named as Unit Health Survey. This exercise required the would-be-
facilitator to enter into a dialogue with each of the other members of the unit and start discussions:
to find out the health of the L.U. What was meant by organisational health, the characteristics of a :
healthy organisation, and the action steps required to be followed, were explained in a letter written
by the coordinator N and sent to each house. In the absence of a facilitator, it was decided that any
person, decided by the LU, could undertake this exercise. Detailed instructions were worked out;
these are not given here.

13.5 INTERNAL RESOURCE DEVELOPMENT :

In the plan of process facilitation- it was conceived that the role of the external consultants
should be self-liquidating. In order to do so it was considered to develop a self-supporting system
within the organisation. This included : ‘

1)  Developing a group of persons who might acquire the expertise of change agents
from within the organisation. They might be termed as internal change agents, internal
resource persons or internal facilitators. The term, 'internal facilitators' was more
acceptable to the organisation. g

2) Recruiting, on contract, some young behavioural scientists to work full time within the
organisation on problems requiring application of behavioural sciences and to work in
close liasion with the internal resources. This was a suggestion made to N for putting

up for consideration before the governing board..

Selection of intemnal resources tumed out to be a very potent intervention in the organisation.
_ In almost all LUs, many a battle was fought, in the open and under cover; armistices were signed,
peace was made, broken and remade. An intense confrontation process made.into operation.
Many a tear was shed and much laughter rolled.

o -

One of the latent concems was“(fv?iether the résource persons selected would become too
~ powerful, by the very fact of their selectiol by the assemibty-and by the advanced expertise generated
out of specialised, training, and feplace it effect the chief of the LU. This did disturb the existing
power equations. The entire issue of power distribution network came under scrutiny. Backed up
by the experience of the basic laboratory, with their new found energy for verbalising, sharing,
opening and owning, there was vigour and strength to deal with the intricacies involved in settling
the issue. The task became very involved and difficult indeed. '
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The list of IRs contained 21 names which included one facilitator from each LU, and a few
more members who could look after some process facilitation for special tasks at the corporate
level of the sector.

The basic programme of Internal Resource Development was essentially a 10 - day
laboratory, consisting of :

1)
2)

3)

4)

Learning group (L group) synonymous with T - group or sensitivity sessions :

Consuitant client group (C group). The structure of the C group was that tr.2 whole
group of 21 participants was divided into three small groups of seven persons. The objective
was to provide an opportunity to develop skill on help giving and help receiving and other
associated skills like listening, communication, mtervrewrng, understanding and building
empathy .

One person (X) from the group would be the help receiver and another person (Y) the
help giver. The third person was the process observer. Each member played each role
in turn. The role of the trainer was to intervene at an appropriate time to focus attention on
the process. The content was the real life problem which X confronted. '

The session would end with a critique by all the members of the subgroup.

Concept Session (PCS) : In this session participants were required fo present different
concepts. The objectives of the session were; (a) to create the confidence that they
could present concepts, (b) to develop knowledge and understanding of the theoretical
constructs necessary for any meaningful role of a facilitator, and (c) to practise the skill
required in presenting a concept session. Generally three members worked together for
this session The faculty provided them with some help. But they themselves designed
their session plan, studied the content to be presented, made through and elaborate
notes, and prepared the necessary audiovisuals to present the concepts The presentation
was often shared by the three-member group and the questions after the presentation
were taken up independently by the group members. The various concepts the members
presented were : feedback, team building, decision-making, hidden agenda, data for
interventions, authority and leadership, planning and commitment, and managing conflicts.

Your Choice Time (YCT) : This part of the schedule was provided for any activity that
the participants or the faculty liked to do. Surprisingly, to none it meant free time. It was
mostly used for study, consultation, writing the lab diary or small group (dyad/triad)
meetings and to resolve some issue that bothered them nght in the "here and now"
situation..

grae

Module was a small group working frorit planning to implementation of a small project of
intervention. ‘The total.group was sub-divided u;“p four modules. Each module was liké a group of
consultants working om‘the proklems. Each greup dlagnosed the néed of intervention, collected
data for it, planned the intervention.and then rmplemented it. After all these were over, the group's
activity. was reviewed in-a critique where the faculty jomed the other members in sharing their

' observatlons with the commumty

REET




- =(Centre for Distance Education )e========x13.10 )=========x Acharya Nagarjuna Universitys

Besides PCS there were also FCS, i.e., concept session provided by the faculty. It was
considered very necessary that unlike a straight laboratory where the maximum emphasis was on
experimental leaming, the advanced laboratory for facilitators should provide a conceptual base for
the experiential learning also. The concept sessions provided by the faculty were on self,
interpersonal communication (with role playing), collaboration, observation skills, change and human
values, facilitation and facilitator's role. Many other concepts were discussed in lecturette forms at
the appropriate time when other activities brought out sufficient experience whlch needed backing
up by the relevant concepts.

The last event of the day was of the L group, held after dinner but continued till the small
hours of the moming. Every night the session turned out to be a mini marathon. With the gentle
breeze, combined with the silently dancing leaves of the coconut trees, the chirping of crickets, the
wavering lights from the lamp and the candles, with the dancing light and shade on the walll, all that
was somber and melancholy in life danced with the joy and peace of being. It was a memorable
experience indeed!

The Reinforcement Lab (RL) was held nine months after the Intemal Resource Develo.. .ent
(IRD) laboratory. It was intended that all the facilitators who participated in the IRD lab would also
participate in the RL. But some facilitators from one of the districts would not attend the RL All the
facilitators had expressed their desire to attend the RL, however. As a matter of fact they wrote to
the coordinator (N) expressing their desire and indicating the time when it should be held. Accordingly
the programme dates were fixed. But when the laboratory's started it was seen that about five or
six of them from one district did not tum up. The reason mentioned was that a concurrent programme
was being conducted at that very time. Something was amiss. The dynamics of the situation were

, more involving about which we should mention later. -

The reinforcement lab was quite unstructured. The participants were familiar with the trainers,
having participated in basic lab as well as in the IRD lab. They knew the norms and values of
~ laboratories.

The contents of the programme essentially moved aroun&the role of the facilitators : the
skills need in performing the role effectively and in identifying and resolving dilemmas of the internal
facilitators while working in the LUs.

13.6 STABILISATION AND TERMINATION :

One of the thrusts of the reinforcement lab was to bring in maturity in place of an exuberance
of enthusiasm resulting in overambitious planning of action. Not withstanding the shortcomings in
the original selection of internal facilitators and the subsequent struggle, after the reinforcement lab

-~ we had renewed faith in ‘the strength of the mternal facilitators and their self confidence was
. reinforced. We thought it was time for us to plan our withdrawal. Before we withdrew finally we
thought it was necessary to attend to a few |s§ues One of these issues was helping to resolve
some conflicts that arose atthe management IGVeI of plan renovatlon One of us spent quite some
time inan LU to counsel on this issue and arrange confrontation meetings between the conflicting
parties. The confrontation proved very useful and resolution was achieved through the hard work of
the confhctmg parties.
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During almost the same time members of the LU had reinforcement and psychological
rewards from other sectors. There was praise and appreciation (and a little bit of jealousy also!)
that this sector had moved ahead of the other sectors in their work. In the meantime an intemational
meeting of representatives from all over the world was held. One of us agreed to provide process
help to the meeting, and four internal resource persons were selected for help. We spent time in
planning the process feedback strategy, and a few days on backup help to the internal facilitators,
who took on the main process work. Almost everyone in the meeting was highly impressed by the
superb professional work the internal facilitator did. And we were naturally very proud of it.

The central authority was also keeping itself informed about the activities of this sector, and
they had witnessed their work and professional competence. Happily they did give positive
reinforcement. A professionally competent person visited the sector several times, met the members
almostin every LU and entered into detailed dialogue in each LU. His visits had a stimulating effect

on the members in their new pursuit.

In the gradual withdrawal process the consultants made it clear to the organisation that
they did not think any other direct intervention was needed now. But that they would like to visit and
help any LUs, and the coordinator. However, itwas made clear that such requests for help mustbe
channelled through their coordinator, they had done all that they could do to help themselves.
These criteria were set forth to underscore the need for self help and self reliance. It was satisfying
that they did not need much outside help. They really depend on their own skills and abilities. A year
later, however, a request was received for help in training a group of members on certain specific
aspects of management. But that was another story. ’

OD in Vuluntary Organisations : Toward Organisational Maturation 3

Voluntary organisations have some special features which distinguish them from enterprise
organisations, While these can be regarded as their main strength, they also pose some problems.
While these can be regarded as their main strength, they also pose some problems. These problems
can be resolved through effective OD interventions, and their special features can be turned into
their great strength. Three nrain aspects deserve some comments.

In the first place voluntary organisations work in a climate of Commitment, In most voluntary
organisations, the members come together on the basis of some ideology and a high level of
commitment to the goals which they share in common. This level of commitment is not found in
other organisations. While this may be a great strength of these organisations, this may also
create some problems. Since commitment is the main distinguishing feature of these organisations,
individuals may become manipulative through their high level of commitment to the cause, and
thereby may control the organisation. If this happens, a great deal of dependency may be generated
‘in the organisational culture. it often happens ;that those who start such an organisation, or who
have been close to the main fact, have amuch higher commitment to the goals of the organisation.
This mayalso give them a sense of ownership of the organisation with the right to direct and
control the organisation. This may be done in 'g‘dod faith and with noble intentions. However, this
does cause a problem when more people begin'to join the organisation, and a differential strata of
psychological membership begins to emerge. OD in such organisations, then, has to deal with the
problem of dependency.
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Another feature of these organisations is that the leve| of extension, motivation - concern for
- others, and a desire to serve others is quite high. Compared to other organisations, the stress on
service, and working for others is a great strength of these organisations. However, the stress on
service may lead to the tendency to use oneself for others, rather than to work for others without
necessarily sacrificing ones own self.

be two consequences if the self is used for, rather than integrated with service to others. On the
one hand, it may iead to self-rejection and an escape into the role of a helper. This may disturb their
mental health, and the individuals working in voly rganisations, with this tendency, are likely
to relish self-rejection and escape the problem of con ing their personal problems with the
members with whom they work. On the other hand, overstress on serving others may lead to lack
of affection and personal relationship amongst members of the organisation. As a result of these
there may be lack of mutuality and collaboration. One problem, therefore, which OD has to deal
within voluntary organisations, is the problem of werking for mutuality and collaboration.

A corollary of a high level of extension motivation is that members of these organisations
may have a high level of empathy. This in itselfis a great strength. However, it may create problems
if empathy makes people oversensitive and may resultin the tendency to avoid hurting the feélings
of others. If this happens, people are likely to try to be good, and would generally avoid confrontation,
This may create issues which OD may have to deal with.

Source : This case study has been abridged from Chapter 16 of Managing Organisational
Change edited by Somnath Chattopadhyay and Udai Pareek (Oxford & IBH, 1982). Details can be
seen there.

13.7 SELF ASSESSMENT QUESTIONS :
1) Explain the following interventions :
a) Base laboratory |
b) Internal resource development
¢) Organisational diagnosis
d) Review laboratory
e) Stabilisation

2) Examine how OD has to deal with voluntary organisations 7
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OBJECTIVES

After completing the unit, you should be able to:
e understand the main features of process consultation
e plan process consultation of meetings to manage change.
STRUCTURE
14.1 = Introduction and the Concept
142 Case Example of process consultation to a conferehce
14.3 The Process and Feedback

14.4 Self-Assessment Questions
14.1 INTRODUCTION AND THE CONCEPT

Organsiational change also involves effective teams. Teams work ori various aspects - as
task forces, project teams, meetings, conferences, inter-departmental groups etc. Process
consultation is one effective intervention in making the team work effective.

This case study is not writtenina chronological form, but more in terms of the main features
and aspects of process consultation as an intervention, Process consultation is a part of OD.

Process consultation is the help given to a client in u derstanding and devsloping
methodology of working in general, and understanding and managing the effects of work
methodology on involvement, alienation, collaboration, conflict, consensus ancl such other group
processes which affect decision -making and the members commitment to the clecisions macle, in
particular. Elgor Schein suggests three main distinguishing characteristics of prccess consultation:
joint diagnosis of the process with the client, helping the client in learning the diagnostic skills, and
the active involvement of the client in searching for a solution. In process consuiltation "a skilled’
third party (consultant) works with individuals and groups to help them learn about human and
social processes and learn to solve problems that stem from process events".

Befare describing the process consultation experience, it may be useful to discuss the
conceptual framework used. A large part of the conceptual framework was made explicit to the -
client group in the beginning, but the strateqy was shared with triem in detail at the end of the whole

experience. I
§
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Underlymg Values : Process consultants work with certain values, and it is necessary to make
these clear to the cllent in the beginning. Thus the value made explicit are :

1)

2)

3)

4)

5)

Identification of client system : Process consultation can be more effective only if
the client is identified. The client may be different at different stages. At each stage, it
is profitable for the consultant to make it clear to himself and to the client system who
the client is, at that stage - top executive or a group of top executives. However, in
many cases, the consultant's entry in the system may be at different points. At some
stage, the process consultant should have to work with the top executive and help the
top executive function become more sensitive, more process using «.nd more effective.

Integration of work : Process consultation should get integrated with the regular work
of the client. It is necessary to build process consultation as a help to the task which
the group is performing. If process consultation is seen as an extra input, the client
system may not be prepared in the long-run to invest its energy in it. The more the
process consultation is a part of the regular task, the more effective and integrated it is
likely to be.

‘Psychological contract : The psychological contract of the consultant should be very

clear from the beginning, and he should restrict himself only to process consultation.
In other words, the consultant should make it clear from the beginning that his contract
would notinclude intervening and influencing decision-making on substantial issues.
There may be a great temptation, both on the part of the client system and the
consultant, to get involved in decision-making on substantial issues. For sometime it
is likely to be perceived as a great help, and it may, in fact, be so. However, itis important
that this temptation is resisted. Several times during the present work on process

. consultation, such temptations arose and it was difficult to resist them. Since this was

made clear, and since this was discussed with the clients each time such occasions
arose, the tempta’ n was resisted, and with very satisfying results.

Group work : The process consultant should help built the skills of group work in the
client system. From the beginning, the consultant should plan to wean away the system
from the help needed from him. The more the process skills are developed in the
system, the more successful the consultant will be. These skills include the skills of
group work, using process analysis in the decision-making, analysing, and confronting
with the problem, coping with stresses and conflicts.

Involvement of client systems : One of the goals of process consultation may be to
increase the general involvement of the members of the client system in what they are
doing. This would mean increasing wider participation of the members, so that their
cammitment to the decisions made and to the process of arriving at decisions is greater.
For this, the more diffused the leadership functions can be made, the more effective
the process consultation will be. This would mean that such process skills will be
used not only by the top group but shared by more of the members of the system.

General Strategy : The general strategy of process consultation takes into account the cohsultant
as well as the client. Itis necessary to think of consultant-client relationship in terms of compatibility.
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A client's need to influence .aybe high or low. There are some clients who are highly involved c.. -
who like to influence most of the situations. There are other clients whose need to influence is low,
and who like to consult the consultant on most matters. It may also depend on the clients self-
confidence. Usually the client with high self-confidence is likely to have high need for power or
influence.

Similarly, the consultant's style is an important factor in this relationship. The consultant.
may use either direct or indirect influence. The consultant who uses direct influence tends to prescribe.
solutions, and work out details of various matters to be attended to. On the other hand, the consultant
who uses indirect influence helps the client take decisions, generate alternatives, raise questions
but refuses to prescribe solutions. - o

The interaction between the consultant‘s style and the client's need, and |ts relatlonshlp to
compatibility is shown in Figure 14.1. Thus, if a client, who has a high need for power, works with
the consultant who uses direct influence style, incompatibility may result, and there may be mutual
rejection. Similarly, if the client's need to influence (or his self-confidence) is low and the consultant
has indirect influence style, this may also result in incompatibility. The consultant may try tobe a
catalyst with the genuine hope that this role will help the client to become more independent and
~ encourage him to exercise his influence in the situation. However, the client having low need for
power, and concomitant low self-confidence, may therefore, Iead to dissatisfaction on the part of
both the client and the consultant.

Consultant's Style of Influence

Direct Indirect
o .
o . v
] Incompatible Compatible
€ (Advising and (Supporting role
5 High - directing role leading to client's
p . leading to mutual autonomy and
% rejection) proactive behaviour)
C
?
he)
5 Compatible Incompatible
2 Low (Guide role - -+ (Catalyst role
g resulting in client . leading to;mutual
e .dependence) - dissatisfa%tion)
S ,\_if | _ ‘a
(‘_.j Ba, NATX]

Flg 14. t Consultant‘chent compatlblllty

Compatlblhty, therefore, ansesout of comphmentanty of the consultant and the cllent such
~ as the client's high need to in'luence and the consultant's style of using mdlrect influence. Similarly,
compllmentanty is also between the clien’'s low need to mfluence and the dlrect influence style of -
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ihe consultant, who may provide guidance to the client, and both may it* ‘e a satisfying experience:
However, this kind of compatibility' may not be productive and may not lead to the client's growth. It
may lead to, and resuilt ir, dependency on the part of the client. Compatibility can, therefore, be
either productive or unproductive.

The strategy of process consultation, therefore, should be aimed at maturation of the client.
There should be movement from more active role of the consultant to a more active role of the
client. In order to help the client mature in using the process skills, it is necessary that the consultant
reinforces the client's use of these skills. We can conceptualise four stages in the development of
process consultation, as shown in Figure. 14.2.

Consultant's Behaviour

More active Less active

§ Mutuality and
g Other Dependence ;

% resources P collaboration
2

12

Py

(1]

£

o Independence Creativity
,2 Own (Working on own) (innovating
@ resources plaqs and
o ' decisions)

Figure 14.2 : Devélopment role of process consultation

These stages can be understood from the point of view of the client. When the client asks
for help of an outside process consultant, naturally, he wants to use other's (outsiders') expertise.
Client's perception of the necessity of an.outside consultant may be a reality. However, the client
should move from this position to the pasition of using his own resources. The first movement is -
from a dependent relationship, where the consultant is very active and responds to the client's
needs, to a position wherethe client begins to work on his own, using his own resources and the
consultant reinforces the alient's success:by giving him necessary feedback,-encouraging him to

play more active role. , R

The next movementoccupswhendhe constitant decreaseshis active role, and progressively
withdraws-himself from theigcen:so thatithe client may be abledo use his resources fully. It has to
be a planned and deliberataiwittidrawal; b that the client feels both self-confident and free to use
his judgement and influens® the decisions. This gives enough self-confidence to the client. The
client becomes more creative, takes detisions on his own and derives pleasure in doing this.
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Unless the consultant cooperates by deliberately and systematically refusing in influence client,
this phase is difficult to achieve.

When the client has gained enough confidence in managing process matters, he is ready
to take the next step, namely, using other people's expertise and distributing decision-making more
widely in his own group. This is the stage of maturity of the group and the client. This is achieved
when the client tests out the ability of other members of his group to play effective roles in decision-
making, and when he feels confident of the support extended by members in the group. . This
movement is difficult, but it is a neécessary condition for a successful termination of the consultant-
client relationship. If the relationship is terminated without achieving this level of maturity, the top
executives in the client system are likely to use their own resources and confine decision-making
- attheirown level. Although the role of the consultant is passive at this stage, he continuously helps
the client examine whether it would not be more rewarding for him to use resources available in his
own group.

The consultant is very active in the beginning in establishing certain norms, giving feedback,
_ raising questions, helping the client decide on the designs of sessions and the methodology to be
‘ adopted in accelerating decision-making, etc. As time passes, the consultant starts withdrawing
himself from influencing the situation, and the client group (the top team) is in a way forced to talk
more among themselves, take decisions, and then check with the consultant. The consultant
increasingly insists on-members discussing the matters among themselves first, and if there is
any need for him to make any comments, he would feel free to do so. This puzzles the client group
in the beginning, but they responded very well by using their own resources and by becoming
active as they went along. There are clear signs of this movement: as the conference proceedes,
more and more members played the process analysis rule and influenced decision-making. The
decisions on the design of the programme taken in the‘m_{étings of the top team and the feedback
* received from them as well as from other members of the conference show clearly that this strategy
worked very well. There has been increasing satisfaction on the part of the members in being able
to take partin decision-making and using their influence as the conference proceeded.

14.2 CASE EXAMPLE OF PROCESS COMSULTATION
TO A CONFERENCE .

Background :

An intemational conference was held in India in December 1974, for 20 days, to which
process consultation help was provided. Process consultation was provided for the entire
conference period, except for a few days used by the members for s::m- *recial work and sight-
seeing. There were participants from 12 differant parts of the world. The proceedings and
discussions were done in two languages - Engiish and French. A voluntary service agency,
established in 1897, sponsored the conference. This agency has, about 140 local units in different
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of the 12 divisions, four members of the top governing body, and five observers. The agency has
_collective leadership, with four members. (We shall call it the top team).

The request for process consultation was received from the top team who, with other
representatives, had experienced dissatisfaction during the previous international conference.
Decisions had beeninfluenced only by a few members; participation was very low; conflicts occurred,
but were soothed by emotional appeals; more task-oriented and less development-oriented decisions
were made; a sense of futility pervaded; and the conference had ended in tension. The top team
then decided to have some specialist advice for the next conference planning, as well as help,
during the conference, in conducting the proceedings with a view to achieving better understanding,
wider participation, critical but supportive discussions and joint decision-making. ‘

After receiving the invitation, but before deciding whether it would be worth-while to undertake
this assignment, a detailed discussion was held with the top team at their main office in Europe on
their expectation from this help of process consultation. After detailed discussions, it was agreed
that such a help may be useful for the success of the\conference.

Objectives : The objectives of process consultation to the jnternational conference were discussed
at the initial meeting in Europe. They were further spelled out and agreed on in the first meeting
with the top team. There objectives were as follows :

1)  To bring about the maximum amount of mutual and openness in the conference so.
that the members may be able to talk freely and help each other.

2) Toensure more widespread and better quality participation of the members.

3) To improve the quality of decision-making, s0 that decisions are taken faster, and
make more commitment on the part of the members to execute and carry out these
decisions. :

4) Toresolve differences which may arise during the conference, more creatively, and in
such a way that the differences and points of view enrich the conference.

5) To provide the necessary feedback and help in the improvement of the conference
process as the conference proceeds. In other words, to help develop a monitoring
and self-correcting system during the conference.

The Client : Itwas clarified and agreed upon by the top team that the client for the conduct of the
conference would be the top team and not the total conference, so that the consultantwould provide
help to the top teamin: designing as well as conducting the conference. However, in due course, he
would also provide feedback to the total conference and the total group would become dclientat
that stage on several aspects. it was also agreed that this arrangement should be made clear from
the beginning to the total conference.

Process Consultation in Action :

The client group wanted help in designing the conference, process facilitation in the
conference, and reviewing the progress in order to monitor the conference design and procedure.
As will be evident from the discussion on the various dimensicns of process consultation below,
the role of the consultant becomes less active, as the conference progressed. One whole day was
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spent on preliminary discussions, and it was decided that the consultant(s) and client group (four
members of the top team) would spend two full days, prior to the conference, in talking about the
purposes of the conference, the expectations on process consultation, if such information was
available, and to establish certain norms for process consultation. Two days immediately before
the conference were therefore earmarked for this purpose. '

There were long discussions on various aspects, such as the working relationship between
the consuiltant and the client. It was agreed that every day after the meetings were over, the process
analysis group, consisting of the four members of the too team, and the consultant, would sit
together for atleast two hours in reviewing the whole d- = activities. It was also agreed that-the
consultant would give feedback, and raise issues and . . the client group would increasingly
make notes and share t+eir own feedback. This was to b. a crucial meeting where the roles and
designs € next day were to be prepared in the lightofi e understanding of the process of that
day. ltw. _uso decided that such meetings might become ecessary even during lunch and other
breaks, and provision for that was also made. This arrangement was honoured throughout the
conference, and this led to a healthier understanding between the consultant and the client, and
among the client group as well.

The objectives, as stated earlier, were worked out duing these two days, and the alternative

ways of achieving these were also discussed. The following dimensions were attended to as part
of the process consultation. :

The Main Activities

Initial Unfreezing Activities : Although the client did not kn w what it meant operationally, it was -
agreed between the client group and the consultant(s) that it was necessary to do something to
help create a climate of openness, trust, and mutual understanding from the very beginning. It was
also agreed that there should be enough opportunity for the members attending the conference to
interact with each other from the beginning and that a norm of asking questions without feeling
embarrassed may be established. It was also agreed that the individual members may be helped
to get some idea about their own orientations, so that the norms of critical self-examination may be
established. All this was done through a 3 - day programme which was separately prepared as an
initial unfreezing intervention.

The programme consisted of (1) Micro Lab, designed to stimulate participants think about
the various objectives of the conference through performing simple tasks in unconventional ways;
'2) structured exercises to stimulate some dimensions of group life which were identified after
discussion with the top team in the beginning; (3) structured ways of collecting data' about the
orieny ation and styles of the members of the conference in order to help them develop insight into
these and the relationship with their effectiveness; and (4) discussion of six reports prepared by
representatives of various divisions with a view to sharing these and increasing empathy. The
programme started with the micro lab and it was followed by strggtured feedback on orientation
and interpersonal styles of individual members. The structured exercises and discussion of reports
were taken up aﬁgr these two activities. : N a :




 Centre fov

lssues on Foou

iii)

(YA)

5

oocinnng the 3 - day programme.

4z

. 7 stions : Behavioural orientations as revealed by
o vaoh individual took, were discussed in the total group,

taking examples from the individual profiles. A general interpretation of the total culture
o T E R 1

- - iuen, based on the patterns of scores of the total group.
I was, for examole, poiied out that the members, out of their eagerness not to hurt
each other & in ba closer and establish meaningful personal relationship.
wias quite high in the group. The implications of such

The naen T

L on enpathy was given and the scores were interpreted.
L oroine scores were discussed. Persons with low scores
Liove not understand others' problems, whereas persons

JRATRTICE VISR =naitive and could avoid taking the risk of expressing
(a0 ow persons can continue to have high empathy
By [ansity of behaviour.

e OF Gruhep s oae 1 LOTOUGH an exercise, the conditions under which the group
PE TGS AT e o oieoesed Individuals over concerned with their own

N LS aroup resources which alone can help individuals
e groug achieving more than the total potentiality of

. o collaborative efforts to resolve issues. One
1n of goal, whether the individual perceived the
il i group to which he belonged, made a difference
e This was brought out by comparing behaviour of some
o cttva in solving group problems with that of other

et tive, During this exercise, a peculiar phenomenon
Wiz ahaes gt Vs ey e members had an opportunity to meet and discuss a
PR (RORNRT ‘ Lowead the strategy, agreed upon within the group.
Gy G 1o Dimooration when they had to work without such a previous
ot VHETY ota problem when they were working in
Shilmaon ot ey pecame individualistic when they were working all

oL

~ major $st

e which seemed to be important was how new
' avercise, data was generated to demonstrate

A e I ,. arsons like the senior executive influenced
perfarmanne and oty e 1t was also demonstrated how overconcern indicates
,,.“i R TR N

v and that help is useful only when it is sought on
Wt and genuine positive reinforcement was seen in
5 on performance than detailed guidance.




" Models of ‘ TA5 ____{Urganicational Change
Organisational Change B ’ _,1 and Process..,

Aspects covered

As stated above, the main work of the process corsesiisg: w#s 10 provide process
consultation to the chief executive group. Several kinds of conzult=iions were provided during this
time. The following aspects were covered :

a) Feedback on the behaviour of i1 ¢ :
the conference ability and decisicii; King ca St top team. Usually two
members of the top team chaired meetings during the day.

b) Feedback on the day's programime and design : The consultant also made notes
on why certain aspects of the programmirmes did o 4 ' irough well. Notes were
also taken on several aspects, such as some membears need tu participate and
influence decision, visible conflicts in the group aing diniong soime mernbers over certain
items, clique formation in the discussions. The ¢ ' iéled these notes with the
top team and asked them to react to these observotons and used the feedback for
preparing the next day's programme. Such feedbacks were found to be useful both for
increasing the insight of the client group as well as ior giving them training in keeping
such notes; as a result more process rotes were prepared by ail the four members of
the top team, and were shared in these meetings. This heiped in increasing the
confidence of the top team in their ability to tuke such notes and make process
observations. \

s

¢) Designing ofthe programme : The consuitarit made riey comments on the substantial
discussions and issues, but helped the client qroum in designing the next day's
Programme. In the initiai stages, tie o @ in giving suggestions and
generating alternatives so that the ¢ se from among these
alternatives with several considerations. La iy hecame less active in
generating such alternative and encouray He (2 4o their own thinking.
The consultant's attempt was to help & G L more flexible and
creative.in genérating alternatives arig ‘i several occasions, the
meetings were very exhaustive znc it .- fime and energy for
such process work. However, fortunai i, Mgy jenperience and in
spite of such exhaustion, the process discussion miee 3
the analysis led to a more mutually satisfying exnerienee

Help to the Total Group : Although the consuitarit iniially workad with the iop team, as he came
to be accepted and become a partof the total corifes groug, ¢ ifi giving process feedback
to the total group was encouraged and welcorried by e : = inembers, and was seen as
useful. When the group was engaged in some ¢
the consuitant to make comments on what was haguening, « that his coinments on
the process might help the group, he made SUCH pivoss aveilavie {o the group. His
style was more in raising questions, making obsei vatic: s avei: i » VLG Gerlain facts and data to
the group as he observed it, and leaving it tt argument on how that
feedback could be used. It was leftto the memie;- Lo use the feedback.
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Rarely did that the feedback either threaten the conference group or leave it neglected. Mostly, the
feedback was used. The consultant was very careful to see that this did not happen frequently,
otherwise, the group instead of depending on the expertise of the top team or on their own, would
. continue to depend on the consultant's help. However, the consuitant also did not shy away from

making some significant observation to the total group when in his judgement the observations
might be too late if not made at that particular point of time. ' :

Help of Working Methodology : The consultant also provided help to the top team on the
methodology of working. This was, in fact, the main thrust on the process consultation through on
the duration of the conference. As stated earlier, the main focus of the help was on wider participation
and distribution of decision-making among most of the members of the conference. The consultant
helped the top team to think of a variety of ways of achieving these goals. His main attemptwas to
raise questions are help them search several methodologies, come out with new ideas, and finally
take a decision themselves. In the process analysis meeting, the working of different methodologies
was reviewed. In working out a methodology, the objectives-were discussed, and alternative
methodologies were reviewed in the light of the objectives. For example, the various advantages
and disadvantages of using the small groups or the large groups were discussed before a decision
was taken by the top team on how to use these groups. The client group themselves suggested on
one occasion, that smaller groups would provide more opportunity to an individual to think. Similarly,
it was agreed and suggested on the basis of experience of a day, that in the smaller groups, there
was much more understanding and less commitment to an idea so that the ownership of the idea
was lost, but the tendency to own up the responsibility of ideas and feelings was promoted. It was
certainly observed and agreed that there was much more participation of members in smaller
groups.

The consultation on methodology was essentially in terms of raising questions on the design
of the groups, on timing the various discussions, building and sequencing the various events,
building process analysis work in between and so on. Close attention to the design was found to be
most helpful as was revealed by a sense of solidarity and mutuality reflected in the group, and
noticed not only by the top team but by other members of the conference also.

Evaluation of Methodology : It was decided to have a mid-conference evaluation in order to
know how the conference was going on and to plan corrective actions to make the rest of the
conference maie productive. The consultant helped the top teamin designing the methodology of
evaluation. Long discussionwas held on the purpose and methodology of evaluation. The discussion
was spread over four days, and various aspects were taken up. Finally, it was decided that evaluation
should involve all members of the conference, be forward looking, be thorough, and that it should
not become a ritual. In order to-achieve these objectives, it was decided to divide the entire working
of the conference into four différent aspects; and the members were divided into four groups, each
group discussing one aspect for which a broad outline of the items to be considered was given to
them. These groups met for one hour simultaneously and prepared written reports which were
then shared in the total community and members of the community could comment on and discuss
the various aspects. These dimensions of the conference were (i) objectives of the first half of the
" conference and to what extent these objectives were achieved; (ii) Resources and means used
including the outside behavioural science consultant, other outside resources, small group work,
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total group meetings, visits etc., (iii) Specific items of the programme, including the process activities,
initial unfreezing programme, reports, specific session on substantial issues, and (iv) Physical and
other facil' 3s. :

Ad. " .entmethodwas adopted at the end of the conference. One member was requested
to interview as many members as considered necessary, and prepare a report. The member
presented an excellent critical report which was highly admired. Then other members added any
other remarks that they personally wanted to make. ‘

14.3 PROCESS AND FEEDBACK

The events are not described in dhronological order. Tﬁe purpose of the case study is to
suggest a model of process consultation and its application to conference planning and working.
The process of the change is briefly described below, followed by the feedback from the client.

of participation, ways of dealing with conflicts, sensitively shown by members, maintenance roles
played, etc). For example, one of them would suggest a discussion on why, in a particular session,

The change in the top team was perceived in several ways. While more process questions
were raised in the beginning by the consultant, the members of the top team progressively took
the initiative in raising such questions themselves. A norm of positive critical feedback was
established. : & - '

Atthe end of each day, q&estions of the following nature were discussed by the top team :
now was participation distributed, what was the level of involvement, how were disagreements
dealt with and decision made with what consequences, how much support and antagonism was
reflected, what maintenance and dysfunctional roles were evident.

I

 The tbp’ team was also engaged in designing programmes With the objectives of méximising

generated. As stated earlier, the consultant did this deliberately in the beginning. However, the
members of top team increasingly generated more alternatives and chose one after discussing
the process implications of the various alternatives. At the conference level, the emphasis was on
distribution of the maintenance functions among the members.. This was done by encouraging
members to comment on the process by raising related questions. It was, for example, pointed
outon one occasion that the decision was made by voting, but the consultantwas not sure whether
the points had been discussed enough. This remark éncouraged some members to come out with

some feedback on the way some members pushed the issues. Later some members themselves
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raised such questions. In short, the process was through modelling behaviour, raising process
questions, and feedback. This was in addition to the especially designed sessions for openness,
self examination and mutual heip.

Feedback : There was several sources of feedback on process consultation fhe top team
continuously discussed and shared their general impressions. Remarks were made by other
members from time to time. The systematic evaluation was done at the end of the first half of the
conference, and then at the end, the total conference provided systématically collected feedback.
The feedback was quite positive and encouraging.

Source :

This case study has been adapted from "Process consultation in an international -
organization" by Udai Pareek (ASC/ Journal of Management, 1975, 4(2), 1 35-146).

14.4 SELF-ASSESSMENT QUESTIONS :

1) What are the underlying values of process consultation ?

2) Examine the process of consultant-client compatibility ?




UNIT - 15 | |
WORK REDESIGN MODEL

OBJECTIVES

After completing the unit, you should be able to :
e have bésic understanding of work redesigning as an approach to organisation*_chang'e.
e understand the main element in this model. a ‘

e prepare a plan to use the model in your work situation.

STRUCTURE |
15.1 Work Redesignina Manufacturing Organisation
15.2 Work Redesign in a Post Office
15.3 Work Redesign.ina Bank Branch

15.1 WORK REDESIGN IN A MANUFACTURING ORGANISATION .

The concept of methodology of work redesigning has already been discu;:‘ssed in Unit 10..
Here three brief accounts of the steps taken in redesigning work in three settings are given.

Work redesigning was done in BHEL, Hardware Unit. The following steps were involved
A) Organisation ‘
1) .Selection of Groups

2) Meeting of all the workers, supervisors, foiéer_s connected with the group, to explain
the philosophy of the scheme and fully involve them in decision - making.

3)  Reorganisation of the working group - all members divided into two groups, with each
responsible for a single task. :

4) Formation of a task forcé - from the members of both groups a task force consisting
of permanent members / temporary members was formed. The temporary members
were replaced by other group members every month to give a chance to everybody.

B) Role of the task force

1)  Receive overall target from management"..'i '
2) Breaking this into sub-targets.
3)  Plan the requirement of materials, tools, eéuipment. .

4) Use of job-rotation and multi-skilling.
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5) Use of semi-autonomous work-group concept (even stage inspection was done by
the group, only final inspection was done by Q.C. Deptt.) ,

C) Training
1) Tralmng needs |dent|f|ed to settle issues and review progress
2) Emergence of "self managing" work teams
3) Change of job from elemental job to work task

To sum up, with the introduction of this scheme, employees had an improved feeling or
ownership of work and enjoy an improved quahty of work life, and are thus committed towards their
work productivity.

15.2 WORK REDESIGNING IN rHE POSTAL SYSTEM

In April 1975, the Director (Post Training) took the initiative in launching an action-research
programme on employee motivation in the post offices. The post office work traditionally organised
on the bureaucratic model : one man - one job with hierarchical supervisory chains checking the
systems operation atthe end of the day's work and preparing fortnightly minutely detailed records
of all transactions to be despatched to the.head office. Each public counter is designed on a one-
job-one-counter basis with the result that the same customer depending on the nature of his needs
would have to go to different counters, one after another, and, in the process, stand in queues and
take his turn for the job to be done. These inordinate delays were a major cause of public irritation
with the postal system. The f( ‘Iowmg steps were taken in the experiment.

1) The technical system of work including work-flows and the social system of work
interaction were studied along with the employees. The post office had forty three
employees in addition to one part-time employee. There were association (union)
leaders, two in the postman category and one a telegraph signaller. The diagnostic
study revealed the following :

.a) Thework space in the post office was inadequate with a high degree of congestion;

b) Fumiture was anthuated and dysfunctlonal but over-abundant, contributing to the
congestlon

¢} (herewasno physica_l;facility at the counters for customers to fill in forms and no
seating for old and infirm visitors;

d) . Lighting was inadequate and also improperly placed.

2) A study was also undertaken to find out job satisfaction levels of the employees,
partuculady of the postmen.and clerks. The information, obtained anonymously, showed
that in their perception the; postal authorities genuine interest in their welfare and
happiness was of only average strength, their receptivity to the needs of the employees
was Jow and there was little consultation before decisions were taken. A majority felt
that they had to da this work because there was no alternative and it was just a case of
working to eamn a living. There was no real happiness with work content or the work
climate.
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3)

4)

5)

6)

7)

A two-level participation mechanism was set up in evolving a new form of work
organisation : (a) Participative dialogue between the external consultants and the
management, including the sub-postmaster who headed the organisation; (b)
Participative dialogue between the management and all the employees of the post
office.

The diagnostic phase of study revealed that the primary tasks of the post office were:

- a) Mail delivery activities - collection and delivery of mail, mcludmg valued artrcles

such as money orders, registered mail, insured articles, etc:;

b) Counter service activities which included savings bank functions, booking or
money orders, registration of letters, parcels, -etc. selling of postage stamps,
registration of broadcasting receiver licences, selling of postal orders, etc.;

c) Receiptand despatch of telegrams, settlement of telephone bills and attendrng
to public call offrce :

d) Control functlons including Treasury and correspondence activities.

It was felt that before any new form of work organisation was created, the problem of
space had to be handled. Accordingly, the management made available the first fioor
of the building to the post office by converting the residential accommodation occupied
by a postal employee into office space.

After these congenial work conditions, the management started a dialogue with the

employees and it was decided in a joint meeting that the delivery group* uld start
working as a group instead of on one man-one job basis. The group also ciecied to
have a group leader to be rotated every two weeks, so that every postman co. 4 get
a chance to be a leader, mamly as a liaison between the group and th.: sub-
postmaster.

Initially there was a leadership struggle within the group which was further complicated
by a series of confrontations with the sub-postmaster. The Senior Superinter.dent of
Post Offices decided not to intervene in these disputes, because this might foster
dependence-on him. Instead, he advised the delivery group to settle all disputec! issues
in their own forum. The group consisted of 17 membes including the assistz i sub-
post master. While most of the issues were dealt with by the group itself, any b¢undary
issue had to be taken up with the sub-post master.

Gradually, the group learnt to tackle their conflict situations and by the begir.i"ing of
1976, the group started functronmg satisfactorily. o

A srgnrﬁcant increase in produoflwty was sten. The working of the delivery group
indicated more mutual help to‘achieve the P.Osobjectivé: In the postthe mail col 2ctors
used to bring mail fror post boxes located at different beats within the jurisdic ion of

- the post office, stampletters and articles to deface the postage stamps and sezil bags

for the railway mail service; postmen, including the head postmen, sorted ani then
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distributed the mail along their beats; the delivery clerks recorded registered mail and
- other accountable items. Now the group started going beyond their individual work
roles. If the preliminary or detailed sorting was taking more time on a particular day, -
other staff joined in to expedlte the process.

8) Encouraged by this experience, it was decided by the employees that the four counters
meant for the public would become 'one-stop' couhters, each one carrying out all of
the counter activitiei:)ﬁeXhan dealing with savings bank accounts, which was retained
as a distinct activity atone counter. There were some procedural difficulties, particularly
in respect of booking of money orders, because blank receipt forms could not be
distributed amongst different counters. The counter group in discussions with the
Senior Superintendent of Post Offices came up with a solution : by taking the aggregate
of money orders booked in the previous year, it was possible to work out average daily

~ money order bookings for this post office. Accordingly, predetermined number of blank
receipt forms could be distributed amongst the four' counters and on any day with an -
unusually heavy rush, the sub-postmaster could authorise additional blanks.

9) Encouraged by the results of this group system of working in an otherwise highly
traditional, hirerarchical government organisation like a post office, it was decided by
the higher authorities to introduce it with the support of the employees in the two other
post offices in Simla, namely, Chhota Simla and the Accountant General Post Offices.
The authorities also felt convinced that gradually the system could be introduced in
the remaining 200 post offices in the State of Hlmachal Pradesh.

10) Earlier it was mentioned that there were three union leaders in the post office, about
whose role in the experiment some apprehension was expressed. There was initially
leadership conflict and some confrontation between the sub-postmaster and these
leaders, but gradually the group as a norm-setting and norm-enforcing agency won .
the union leaders support in work activities. They were perceived as helpful and
constructive, a change that could not have been antlclpated in the traditional climate.

15 3 WORK REDESIGNING IN A BANK BRANCH

The branch was located in an agricultural area with 71 empioyees. After a series of
discussions with high officials in Delhi, officers of the local branch and union leaders and clericat
employees, a sample survey was done on 6 aspects of jobs (learning, variety, decision-making,
support and respect, meaningful job, desirable future). The data reveals that, as one goes down
the hierarchicallevel, employees' interestin the work came down on most of the socio-psychological
job needs and yet it was also found that the clerical employees made a distinction among the
clerical desks. Under the one-man-one-desk fermuta, as was the traditiorial work design, some
desk were considered as symbolising low statusﬁ - (isome others like foreign exchange advances,
balancing of accounts and clean cash, were considered as more prestigious - job which were not
plentiful in the branch. Once the data were presented to the employees in January 1976, they
decided that they would like to experiment with a new form of work organisation in the personal
banking branch of activity. A workshop was hetd in April 1976 with the employees concerned and
the officers. This two-day workshop brought about a new concept of deposit call (personal banking),
which is briefly presented below
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Task ’ ‘:

To plan and organise work relating to personal banking compbnents in such away as to
ensure; ‘

1) staff involvement
2) job satisfaction; and
3) good customer service.
Service to be berformed :
1) savings bank:
2) current accounts;
3) fixed-deposit receipts;
4) recurring deposits; and i
5) janata deposits (poor man'é accounts).
" Activities Involved : |
1) opehing of accounts
2) operation of accounts;
3) statement writing, completion of pass books;
4) correspondence relating to th:ese accounts;
5) standing instructions; ;
6) subsidiary day books;
7) balancing of ledger-control; and”
8) planning and budgeting (draft form),

Persons Involved :

EL

1) 3 cashier - cum - clerks;
2) 1 teller; |

3) 2 messengers; ; , ) o
4) 3clerks; cer . :
5) 1 officer Grade I; and
6) 1 officer Grade II. e e
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Decision-making

The intemal management of the group will be handled by a task force consisting of 1 officerd,

2 clerks/clerk - cum - cashiers / tellers and 1 messenger. The task force will handle the following
functions;

1) leave (including short leave);
2) allotment of tasks and job rotation within the cell:

3) enforcement of discipline;

4) recommendation to Branch manager/Accountant in regard to facilities to customers on
exchanqge rates, overdraft, etc.

'5) allotment of day books within the constraints of bank's existing instructions;

6) training of the members of the group;

7) recommend names of persons to be included in the group during leave arrangement;
8) seatingin the cell; o

9) a‘fran.gements for stationery;

10) to keep a recdrd tovcirculars.in the cell;

11) display of publicity material;

12) arrangements of drinking water for customers.

With the streamlining of layout, simplification of procedures and involvement of staff
members, there was a marked improvement in the customer service for the constituents of the
personal banking segment. Ti. e taken for payment of cheques through the ledger-keeper was cut
by half. The teller payments were made immediately. Time taken for opening new accounts was
cut by.two-thirds. Complaints from the customers had gone down considerably. Fixed deposit
rec:eipts were being prepared and handed over to the customer within 15 minutes, a considerable
improvement on the.past practice.

The group was also more conscious of its problems and was operating on.a more realistic
data. However, it was still unable to resolve the problem of integration of the cashier into the system.
The role of the supervisory officers, as traditionally defined, appeared to be somewhat anachronistic
in the context of the new form of work organisation but it was a matter which neither the group nor

‘the branch could resolve : it feli within the competerice of the policy maklng authorities in the central
office of the bank.

On the basis of the evaluation report presented by the deposit cell to the employees of the
entire branch, it was decided in November 1976 to extend the new form of work organisation to
other activities of the branch and, to begin with; in the government business, segment of activity.

Sources

1)  Participative Resigning of the work system by K.C. Sharma, Harinder Singh and K.
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2)

.3)

4)

Diesh, New ~'hi : HRD unit, Department of Personnel and Administrative Reiurms,
Ministry of Home Affairs, 1978. 139 p. (Work redesign in the Kalkaji Post office).

Initiation Process in Designing New Forms of Work Orgamsatron New Delhi : PECCE,
1978.

Towards Organisational Effectiveness through HRD. Nationa_l__HRD Network, 1989
(pp. 292 - 306) (work redesign in BHEL).

Alternative Designs of Human Organisations by Nitish De. New Delhu Sage 1984
(Several accounts of work reorganisation).




BLOCK 4 CONSULTING APPROACHES
AND SKILLS

This block comprises three units. The block.is focussing on the role of change agents in

managing change, be it the manager as an individual, or an internal consultar: or external
consultant/s.

The first unit of this block deals wtih the manager as an independent entity in the organisation
working as change agent. As a manager everybody has an important role in contributing
towards coping with managing continuously changing environment.

The second unit embarks on the internal consultant or change agent, highlighting the skills
and abilities required by the internal change agent. Change, be it of any type and magnitude,
is bound to face the resistance. This unit also explains the sources of resistance, how to
overcome these sources and lastly the unit also describes the characteristics of a
successful change agent.

The third unit touches on the need, role and significance of external change agent
(consultant). Apart from mainly focussing on the consultant's roles the unit also explains
the other important key roles which play important part in management of change in
organisations.




UNIT- 16 | |
MANAGER AS AGENT OF CHANGE

OBJE.*" \VES
After going thrdugh this unit, you should be able to :

® appreciate that organisationa| environments are constantly changing and that the pace of

change is accelerating;

® appreciate that effective organisations must continuously anticipate and respond to change:
that one time transformationa| change efforts may be required at times but the focus
must be on building “learning organisations" which continuously learn, change, and

improve;

® . understand that évery manager has a significant role in continuously changing in response

to the changing environment;

® understand that some of the critical attributes of the manager of tomorrow will be :

a) the ability to be a good learner;
b) the willingness to chan_ge his / her own behaviour and practices, and

c) the ability to be good coach / teacher of subordinates.

STRUCTURE
16.1  Introduction
16.2 Environmental changes affecting organisations
- Political environment and Government policy
- Societal changes
- Competitive pressures
- Technological éhanges
16.3  Transformational change and OD theory
16.4 Continuous improvement programmes and TQM approach
16.5 Continuous changes thrbugh Building Learning Organisations
16.6  Every Manageran Agent of Change
16.7  Summary . '
16.8 Further Readings | |
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16.1 INTRODUCTION :

Heraclitus a Greek Philosopher in 6th century B.C. put across the idea that "There is nothing
permanent except change". Over the centuries, there has been a general philosephical and
intellectual acceptance of the notion that change in all human systems is continuous and inevitable.
Inthe twentieth century and particularly in the last few decades, there has been growing evidence
that the pace of change in all walks of life is becoming increasingly faster. Alvin Toffler's Future
Shock documented this evidence in great detail.

For the individual human being, the implications of this notion of continuous and increasingly
~ faster change have been captured in notions like traditionality Vs modernity, adjustment Vs
dysfunctional behaviour, generation gaps between parents and children, etc. For the business
organisation the need to orient to this fact is frequently a matter of survival. Increasingly, the continued
survival and high performance of a business organisation over a period of time will be in direct
relation to its ability to anticipate, strategise and change to keep pace with its changing environments.
Organisational leaders and managers will need a mind-set geared to recognising and anticipating
trends, modifying frames of reference for action and responding with new behaviours and strategies.
As leaders and managers they will need to ensure that environmental changes and the organisation's
need to change are understood, accepted and responded to by their teams and subordinates.

16.2 ENVIRONMENTAL CHANGES AFFECTING ORGANISATIONS :

Every organisation exists within a context and interacts with it at various points. Some of
these are :

\

i) Political environment and Govémment Policy

Political ideologies and imperatives affect govt. policy and as the former change the latter
get modified accordingly. In India as the political ideology has shifted from socialism to a more open
market orientation; govt. policy is changing towards greater liberalisation and opening of the economy
to domestic and multinational competition.

With this, the focus of organisational leadership has had to shift from lobbying for licences
to looking for investment opportunities suited to core strengths of the organisation. Focus of Public
Relations Department has had to shift from government relations to customer relations. Personnel
and HRD Departments are having to find more creative ways to ensure retention of top flight
managers. Finance Managers are having to deal with impact of crash of far away economics; and
{egal departments are struggling to understand implications of international Patent and piracy
related laws. o

“fi. Socletal changes

As educational levels of the general workforce has improved, the traditional paternalistic
style of managers has begun to run foul of workers' expectations. The young professional today
expects to be treated as an equal who may have less experience but probably has more uptodate
technical knowledge. As more women get professionally qualified and take to long term careers,
organisations have to respond with variety of changes in personnel policies and behavioural norms.
As living standards and aspirational levels of people change compensation packages have to be - ‘

 reoriented and promotion policies modified.
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iii) Competitive pressures

As the competitive environment changes from monopoly / oligopoly to larger number of
competitors the need for systematic competitive intelligence by the sales team increases. Thé
pressure for catching attention of the customer through newer packaging and products takes on
battle proportions. The shift from sellers' 'market to buyers' market demands mind-set changesin
the entire organisation, not just from the sales and marketing teams. The Total Quality Management
Movement with its primary focus on the Customer is in line with the emergence of buyers' market:
conditions in major sector of economies in most of the world. -

iv) Technological changes :

Changes in materials, methods, equipments, material handling, design and technology
have been occurring in the entire gamut of industry. Some of the most dramatic changes have
been due to automation and robotisation of the manufacturing process. Changes in the telecom
and computer industry is part of the latest wave of changes which is effecting not just manufacturing
but service sectors and office environments at faster pace than never before. .

From typewriters, cyclostyling machines and telexes to Personal computers, colour
photocopiers, Fax, E-mail and now multi-media, office environments change even before stabilisation
of an earlier change effort.

The information superhighway which is currently in the process of evolving, will change
entire industries like telecom and entertainment. :

16.3 TRANSFORMATIONAL CHANGE AND OD THEORY :

Organisational Development theory is based on the recognition of the fast pace of
environmental change and the organisational need to respond effectively to it. However, OD. Theory -
is rooted in the reality of the '60s and '70s when changes were not so rapid or, rather, continuous.
As such, OD theory has typically focused on planned one-time transformational change. Various
OD approaches focusing on different aspects of Organisation Structure and Process have been
evolved to achieve one-time changes in the way things are done (See box).

OD Strategies

P . : FOCUS
Jobs Interpersonal Works Group Whole Org.
' exchanges s :
.Emphasis | Jobredesign Autonomous . Survey Feedback
on . Communication Work Group '
Structure - Patterns: (Socio-Technical
' Flexi-time systems) .Agtion Research
ri 1 -+ .. Team Bidg. MBO
: Jobenlargement Transitional " - o
~ Emphasis , ~analysis ,
: on ) T-Grdup ' St Ta Nk .
_Process | Jobenrichment  Process " Conflictresolution =~ Management Grid
) ‘ " consultants - S i
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The sequential process of change is typically believed to involve eight phases :
a) Initiation

b) Motivation

c) Diagnosis

d) Information Collection
e) Deliberation

f) Action proposal

g) Implementation

h) Stabilisation

_ Assuch, the’change effort results in a new organisation state which is believed to be effective
thereafter. The key players in this change effort are the consultant, top management and a handful
of Internal Change Agents. '

16.4 CONTINUOUS IMPROVEMENT PROGRAMMES AND TQM
APPROACH '

With the emergence of the Japanese as significant International players in many industries
and the competitive beating taken by American Industry in the Eighties, Total Quality Management
thinking emerged as a basic approach to continuous improvement in a continuously changing
environment. With its focus on the Customer both internal and external, this approach has spawned
many efforts at organisational change.

16.5 CONTINUOUS CHANGES THROUGH BUILDING LEARNING
ORGANISATIONS : | | |

As TQM and continuous improvement programmes have proved to be difficult to transplant
in different cultural environments the realisation has grown that continuous improvement essentially -
requires a commitment to leaming. Theorists like David A Garvin have emphasised that organisations
can improve only after they learn something new, and that, without accompanying changes in the
way that work gets done, only the potential for improvement exists. :

Building learning organisations which are skiffed at creating, acquiring and transferring
knowledge and at modifying their behaviour to reflect new knowledge and insights, is now recognised
as the focus for top managements wanting to réemain significant players in an ever-changing
business environment. In contrast to the one-time transformational change logic of OD efforts, the
focus on building learning organisations recognises the need to continuously learn and change.

Five main activities are seen to be essential to a "Learning Organisation" :

1) Systematic Problem solving : This includes réliance on the scientific method for
-problem diagnosis, insistence on data, use of simple statistical tools and mos
importantly, a mind-set geared to discipline, accuracy and precision. ‘
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2) Experimentation : This involves systematic searching for and testing of new
knowledge in the form of various programmes and projects. Essential to this is creation

of an organisational culture where experimentation is encouraged and employees are
not penalized for risk taking.

3) Learning from past experience : This requires systematic review and assessment
of successes and failures and recording of lessons in a form that employees find
open and accessible. At the heart of this approach is a mind-set that enables companies
to recognise the value of productive failure as rontrasted with unproductive success.

4) Learning from others : The process o. .nchmarking which is an ongoing
investigation and learning experience that e ures that best industry practices are
uncovered, analysed, adopted and implemer ed, is fast becoming a hallmark of the
professional organisation. Another important process is learning from customers by
talking to them and observing them in action. zssential to these process of learning
from others is openness and lack of defensiveness. '

5) Transferring knowledge : Learning organis ation must develop mechanisms for
rapid and efficient spread of learning throughout he organisation, they must also provide
the right incentives for such knowledge transfer. Essential to this process is the
willingness to share learnings with others. ’

16.6 EVERY MANAGER AN AGENT OF CH/NGE : 212

While creation of a leaming organisation is a top man: gement task, the onus of continuous
leaming, changing behaviour and bringing about improvements must devolve down to each manager.
An important aspect of the functioning of every manager will be his or her ability to continuously
contribute to change. As distinct from the concept of Internal Change Agent in OD theory where
specific individuals are identified as internal change agents to work with external consultants in a.
one time change effort spearheaded by top management, it is important for every manager to -
assume the responsibility for continuous change in a continuously changing environment.

The successful manager who is oriented to continuous change and improvement will need to :

1) Beagood learner: The manager must continuously keep in touch with the relevant
environment including competition, other business organisations, and customers in
order to be alive to the need for improvement and the possible ways of improving. The
manager must also learn from peers within the organisations as well as from his/her
own past experiences.

2) Be opento changing own behaviour and practices : The successful manager in
today's environment is not necessarily the one who has all the answers, or who has
done all the right things in the past; he or she is the one who is willing to ask "Five
Why's" about everything including own behaviour and work practices in order to getto
the root of the problem and fixing it so the problem does not arise again.

3) Be a good teacher : Bringing about changed bzhaviour of team members is thé
responsibility of every manager. He or she must coach, teach and help subordinates

15
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to understand the changes in the operating environment, to appreciate the
comresponding need for changed organisational response, to experiment with change
in their own behaviours and practices and then to systematise and institutionalise the
‘changed practices and systems.

16.7 SUMMARY

The cope with the constantly changing environment, the corporate sectorhas also equipped
itself to face the challenge. Manager being a unit of the organisation has to play a very important
role in coping / managing response in ever changing environment. For any organisation to remain’
effective, merely reacting to any chang# i: not enough rather the organisations have to continuously
anticipate and respond to the change. “"he need of the hour is to develop the organisations to the

‘level where they can continuously learr:, anticipate, change and improve. '

16.8 FURTHER READINGS

Havelock, R.G. and Hubesman A.M., Solving Educational Pmbléms, Unesco, 1977.

Mc. Lelland, D.e.; The InnerExpen'énce, Irvington, 1975.




UNIT- 17 .
INTERNAL CHANGE AGENT

Lo

OBJECTIVES
After going through the unit, you should be ablé to :
® understand the significance of the role of Internal Change Agent;

® appreciate some of the behavioural skills and abilities required by Internal Change Agent.

STRUCTURE |
171 Introduction |
17.2  Dealing with Organisational Change
17.3 Role of Internal Change Agent
17.4  Sources of Resistance
175 Overcoming Resistance
17.6  Characteristics of Successful Change Agentry
17.7  Summary
17.8  Further Readings

17.1 INTRODUCTION

Organisation. Internal Change Agents have a significant impact on the success of a change
effort, ' '

17.2 DEALING WITH ORGANIZATIONAL CHANGE

The organization of today is profoundly affected by the fapidly increasing pace of change,
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and the organization of the future will be even more profoundly affected. The concept of force-field
analysis - the tendency of an organization to seek an equilibrium, or palance, and the analysis of
deviation-amplifying and deviation - reducing forces to help optimize the balance is useful in
understanding change efforts. This involves two sets of forces representing two opposing sets of
vectors : the deviation - reducing (reactive) forces work toward reducing the duration amplifying
forces and the attainment of a more optimal balance in the system.

Organizational equilibrium canbe altered by either increasing the set of force in the desired
direction or reducing the set of opposing vectors. One noted author, Chris Argyris, believes that the
strongest reactive forces lie not only within the managers, but also within the other individuals in the
organisation. He postulates that most individuals are "systematically blind" to their behaviour and
are therefore "culturally programmed" to behave in ways that reduce the probability of change. The
strength of these reactive forces cannot be lessened simply by increasing the amount and degree
of the proactive forces. Rather, a much more effective approach is to reduce the amount and
degree of the resistance to change by reducing the strength of the reactive forces.

Greiner reviewed 18 studies of organizatiohal change and found that the more successful
change attempts involved six major steps.

1) Pressure and arousal : Atthis level, there is a felt need for change, particularly at
the top-management level. Such pressures come from either external forces -
competitor breakthroughs or stockholder discontent - or internal events -
interdepartmental conflict, decreased productivity, or a union strike.

2) Intervention and re-orientation : This step usually involves bringing in @ newcomer,
usually an outside consultant, who has a more objective viewpoint, can appraise
organizational needs, and can reorientthe thinking of top managers by getting them to

reexamine their practices and procedures, thereby helping them to define the real
problem. ~

3) Diagnosis and recognition : Here, the newcomer, or consultant, helps the organization

at all levels to do a better job of "seeking the location and causes of problems". Inthe
more successful attempts at change, this is a shared rather than a unilateral or

delegated approach. inthe unilateral approach, the top brass make the decisions; in
he delegated approach, top management delegates, but remains involved.

4) Invention and commitment : Effortis now-directed toward developing more effective
- golutions to problems, using the shared approach to obtain full commitment for the
implementatian of the new solutions. Greiner stresses that successful change
_approaches involve intensive searches for new, innovative solutions which depend on
the collaboration of many people who provide their own solutions. In his study, Greiner
found that nope of the less successful attempts at change reached this stage and
that rather thaff commitment, there was serious resistance to the proposed changes.

- (In other words, the reactive forces became stronger than the proactive forces).

5 Experimentation and search : The successful change approaches used "reality
testing" to determine the usefulness of the solution prior to the introduction of large-
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6)

scale changes. Greiner stresses that the concept of shared power ensures that a
number of minor decisions are implemented at all levels of the organization. In short,

~ the decision-making process is tentative rather than final.

Reinforcement and acceptance : Successful change leads to clear improvements
in organizational performance, with corresponding support for change from all levels
of the organization. This reinforces the impact of the change, particularly as it involves
a sense of experimentation and rewardfor those who continue with change efforts.

From these studies of successful and less successful change attempts, Greiner

- concludes that successful organizational change requires four positive actions.

1)  The myth that organizational change must consist of a master blueprint designed
and execlited at the top by an "omniscient consultant or top manager" must be
dispelled. ' ‘

2) Managers too often assume that change is forthose lower in the organization,
‘who are seen to be less productive and less intelligent than those who are
higher in the hierarchy. '

3) Successful change efforts cannot rely on either unilateral or delegated
approaches to change. '

4) Those involved in the change must develop broader outiooks and become less
parochial in their view points toward change.

17.3 ROLE OF INTERNAL CHANGE AGENT

1)

2)

3)

4)

5)

Primary role of Internal Change Agentis to act as the link pin between the consultants
and the organization. In this process Intemal Change Agent smoothens the access of
the consuttant to the organization and reduces the familiarisation and learning time of
the consultant. S8

The Internal Change Agent plays a very significant role in communication within the
organization. Communication of the objectives of the-change programme in detailed
and informal discussions with various interested concerned and anxious individuals
help in reducing resistance to change very significantly.

As aresearcher and analyst Internal Ch“énge Ageht brings in his indepth knowledge of
the organization which helps to make the analysis richer and closer to reality.

As a role model for changing behaviour and style, the Internal Change Agent could -
play a key role with his enthusiasm and excitement, about the change of process he
can facilitate change in others. e & -

A formal role of training may also be as‘signed tg}he Internal C_ﬁange Agent.
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17.4 SOURCES OF RESISTANCE

\ Understanding the sources of resistance to change is the first step in designing a program
to help an organization accept change. These are the most common causes for resistance.

1)

2)

3)

4)

5)

6)

Ignorance : When people have insufficient knowledge, they are uncertain about the
causes and effects of change. This uncertainty, in turn, causes stress and resistance.
As with walking in the dark, most people would rather stay put than venture into the
unknown. Also, when people are uncertain about reality, they try to guess about it,
sometimes adding imaginary problems to the real ones. For example, if employees

" learn via the grapevine that management is considering merging departments to

streamline operations and cut costs, they are likely to resist the change because they
fear losing their jobs or having new reporting relationships.

Desire for security : People often want to retain the status quo even when they know -
it is inferior. The security of the "known" makes them resist change. The faster or
more major the change, the more powerful the lure of the comforting status quo. This
phenomenon was first discussed extensively by Alvin Toffler in his best selling 'Future
Shock'. "

Fear and lack of ambition : Another source of resistance to change is people's
unwillingness to learn the new skills or behaviour that change may require. There are
two reasons why. First, workers fear inability to learn the skills or behaviour; therefore,
change will mean failure. This fear is especially prevalent in older workers who have
developed their skills over along period. Second, some workers simply may not want
to exert the energy, time, and mental effort required.

Informal group pressure : Most organizational changes have some impact on informal
networks in the formal organization. Breaking up a closely knit work group or changing
social relationships can provoke a great deal of resistance. Managers often overlook
this source of resistance because the informal network is not the focal point of
organizational change. This oftenun planned, secondary spillover effect can cause
resistance to change.

Eroding power bases : The fifth source of resistance-to change results from its
effect on personal power bases..When people expect their status or power to decline,
resistance is inevitable. Besidesthe direct loss of status or lower from a change, there
are power and status considerations in the change process itself. That is change
often invites criticism from other employees and causes workers to question their own
abilities and self-worth. ’ ‘

Potential loss of job security : Advance in technology have made the concern for job
security an especially strong source of resistance. A change that can eliminate jobs is
threatening to employees. Two examples are the worker whose job will be taken over
by a machine or a middle manager who is afraid that computers will eliminate his or
her duties.
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7) Personality conflicts : The last source of resistance is caused by personality clashes.

These conflicts often are the result of misunderstandings, lack of trust, or past
resentments. For instance, if employees whose personalities conflict must have daily
personal contact because of a structural change, they are likely to resist the
reorganisation. This resistance can be strong enough to override the best of changes.
Conflicts among workers, between positions, or with management in general can all
inhibit acceptance of change. '

17.5 OVERCOMING RESISTANCE

Managers often underestimate both the amount of resistance a proposed change can provoke
and the negative effect that this resistance can have on progress. There are certain ways to minimize
the resistance, however, Kotter and Schlesinger's approaches, illustrated in the accompanying
Table and described below, are among the most effective methods that managiers can use in
. dealing with resistance to change.

1)

2)

3)

4)

Proper communication : One of the best ways to overcome resistaince is through
education and communication. All the people who may be affected by a change need -
advance information about the reason for the change, its nature, its planned timing,
and the impact it is likely to have on the organization and personnel. \When lines of
communication are kept open, people can get the information they need as well as
communicate their concerns. For communication to effectively reduce resistance,
good superior-subordinate relationships are riecessary so that people will believe what
they are told. -

Participation : Basically, participation means involving affected workers in the change
process. People affected by a proposed change can be encouraged to provide their
opinions and suggestions. |f employees pariicipate in an activity, such as collecting
performance data, they may be convinced of the ne~d for change. This approach
requires that management show a genuine interest in what others have to say and,
whenever possible, give-credit to the right people for their valuable input. Why is this
method so effective ? Because change is threatening when done to us, but exciting
when done by us. : '

Empathy : Facilitation and support is the thirci method for overcoming resistance to
change. This method recognizes that resistance can come fror good and rational
concerns. Being supportive may involve extra training in new skills, or simply listening
and providing emotional support. Managemeni: also can smooth the change process
by emphasizing its mast personal benefits and giving people time to adjust. A change
also can be implemented in phases in an effort to minimize the upheaval.

Negotiation and incentives. : Managers can use this approach-for specific sources
of resistance. For instance, if workers fear losing their jobs, they:may be given some
guarantee that they won't be fired. Another way to.use negotiation and agreementis to
offer incentives to those who support.the changes even if the ehange results in the
loss of jobs. Exxon Corporation, for example, offered its employees borwuses to take
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early retirementwheniit decided to cut its work force by forty thousand in 1986. Coca
Cola offered attractive prices to bottles it was trying to buy out during its restructuring.

) Table
Sources of Resistance Possible Remedies
Ignorance; inadequate information ’ Corhplete and accurate communication based on
| mutual superior-subordinate trust.

Fear; lack of ambition Incentives; supportive atmosphere; guarantee of job
retention; involvement.

Personality conﬂict v Manipulation; coercion

Loss of status " Additional training; incentives

Informal group pressure Incentives for group leader co-operation, manipulation; .
coercion '

5) Manipulation : Some managers try to reduce resistance by manipulation and co-
optation. Manipulation usually involves the select use of information and the conscious
structuring of events. For example, when Exxon announced itsplans to reduce its work
force by one-fourth, it realized that forty thousand people might not want to retire
voluntarily, even with the inducements. So Exxon informed its employees as part of its
announcement thatinvoluntary retirements and firings with regular severance pay would
make up the balance. Exxon manipulated its employees by creating uncertain conditions.

: Co-optation is a form of manipulatiori in which potential resisters or leaders of resisting

.groups are given a role in de ‘gning or implementing change. The basic difference between co-

;_;,_.optation and participation refe.red to earlier is that co-optation looks for help merely to silence
- potential dissenters, not for the sake of valuable information that may be gained.

6) Coercion:The last method for overcoming resistance is explicit and implicit coercion,
which forces acceptance. Explicit coercion often takes the form of firing or transferring
resisters. Issuing statements designed to create fear of the business going bankrupt
is an example of implicit coercion.

Choosing a method to minimize or:eliminate resistance depends on the source of the
resistance and the time constraints forimplementing the change. The objective of all these methods
is to turn resistance into commitment. -

17.6 CHARACTERISTICS OF SUCCESSFUL CHANGE AGENTRY :

Although various authors and researchers have attempted to iderﬁtify the personal
characteristics of successful change agents, most of their studies have contained little useful
information and instead have produced lists.of desirable and undé'sirablg personal characteristics
that are based principally on people's beliefs and impressions about what characteristics effective

change agents oughtto have. It has been suggested, for example, that th‘é‘effective change agent
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1)

2)

3)

4)

$)

6)

7)

W, really refer to the way that the change agent Manages the Process of change, rather

Poximity : The more accessible the change agent, the more likely it js that the change
agent will be Successfy|. Increaseq Proximity obviously Mmakes it easier to develop
Collaborative linkages.

Structuring : This factor refers to the ability to Clearly pian and organijze activities,with
respectto the change effort. When the change effort is outlineq and presenteq clearty,
itis more likely to be Understood ang thys more likely to b effective, A clearly organizeq
change effort also facilitates imblementation of the change approach in g straight

forwarg step-by-step fashion,
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EXTERNAL CHANGE AGENT (CONSULTANT)

OBJECTIVES
Afier going through this unit, yoy should be able to :

® Understand the concept ¢ an external change ~~ent (consultam);

18.1 Introduction o
182 The Consultant

18.3  Externg Vs. Intemal Consultant

184  Ciignt and ConSuItant

18.5 Key Rolesin Managing Change

1 86 7 Summary

18.7 References / Further Readings

18.1 INTRODUCTION
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organisation as @ whole more easily, as they are not embroiled in internal power play. As an
organisation pecomes large, the executives lose the judgement and are unable to seethe forest for
the tree. -

One of the main reasons why consultancy is booming is that today organisations are too
learner as compared t0 the past. Companies have cut their staff down to the bone. In such a
situationwhena company runs into trouble pecause of implementing changes of various nature of
embarks ona speculative venture, there aré scarcely any specialists leftin the organisation who
can be called in to advice of rescue..Then the people who can rescue, for various reasons, are the
eternal consultants. ‘

18.2 THE CONSULTANT :

History is full of examples in each country of rules and kings seeking the advice of experts
and wise men of various kinds in the process of handling / solving problems. The very desire to
nconsult’ someone knowledgeable and respected when faced with a tricky problem is an eternal
human need. '

Institutions consulting / hiring external management experts, on formal and professional
basis, is however, @ relatively recent phenomenon. As the body of management knowledge and
complexities grow so did the profession. This professional is commonly known as management
consuitant and the profession became popular as management consuitancy. Management
Consultancy may pe defined as “The Service provided by an independent and qualified person/sin

identifying and investigating problems concemed with policy, organisation, procedures and meth'ods,

recommending appropriate action and assistance in implementation“.

The skills of management consultancy is evolutionary rather than revolutionary. Consultants
usually sell judgement and experiences rather than particular expertise. It is a profession that brings
techniques and judgement to assist management optimise the utilisation of resources.

Consultants have often attracted envy and opprobrium. The advantage of being an external
person is that they charge high fees but never have the responsibility of management. They are
also repeatediy subject to the question thatif they are sO good at giving advice to managers, why
do notthey manage the company themselves. Yetthe most intriguing question is why some ofthe
world's most successful companies feel the need to callin consultants at all. :

18.3 EXTERNAL VS. INTERNAL CONSULTANTS :

| ;Managements have often hired consultants in various fields - in both the technical and
manag‘er_nents areas - only to find themselves endowed with a voluminous report of
recommendations which may be desirable but somehow cannotbe implemented.

Whether to Hire a Consultant ?

- -Managements of many Indian companies are:quite pro-active in dealing with problems of
crises which arise every day in their operations. But sometimes despite the compa‘ny's alertness
and intimate knowledge of circumstances problems crop up which keep on repeating themselves
causing an obstruction to the company's dynamism. It is something like a headache which does
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The next question which often arises js : |s there anyone inside the organisation who can
help ? The insider would have the advantage of very good knowledge of the systems ang procedures
as well as the Processes angd Personalities in the company. However, there are some good reasons
for hiring an outsider such as the following : :

1) Greater eéxpertise and Specialised knowledge to diagnose the problem. .

2) Wider éxperience to draw from. If the outside Consultant has worked for other

3) Persons within the Company Mmay not be abje to devote themselves wholly to the new
problem while an outsider would pe able to do so.

-4) The outsider may have a fresh Pointof view, This does not Necessarily mean thatheis
more imaginative, butbeing an outsider he woulq not have the same biases as thoge in
the company.

The five points just mentioneg may be used ag criteria for choosing a Consultant, but the
company need not adhere to them rigidly, Specially if they need a consuitant of g Category of which
there is Paucity in India.

How.to Get the Best from the Consultant

Consultants are expensive (when their total cost is considered ang not only their direct

cost) anditis good to bear in ming right at the outset that what js important s not how excellent their
recommendations are but how wejy they can pe put to use,

executives to become Suspicious and Sometimes ins_ecure. This would impéde the
Consultant's work of getting reliable information, arialysing it and working out likely
solutions, s na o

2)  Whatis the work load on the executives ? Can they take on the added loaq and stress
on them when th
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3) lfthe company is doing well financially, the introduction of achange will be easier and
persons within the company would be more cooperative. But more often than not,
problems are tackled when the company's performance has either reached aplateau
or is on the decline. In such cases, changes may be very desirable but it would be
more difficult to implement them :onthe otherhand sometimes events simply overtake

the company and it has to do what must be done.

in October 1972 IMA consultants were engaged by Larsen and Toubro to _identify steps
needed tobe taken for continued growth, proﬁtability and leadership in the market. Anintemal team
of senior executives with technological, marketing and finance background was nominated to jointly
work with them. * .

At the same time Larsen and Toubro appointed 'in-company groups' 10 examine several
key areas, €.9-, organisation, technology. products, marketing, people and operations to arrive at
an understanding of our strengths and weakness.

“With this understanding of the internal and extemal environment, the consultants presented
in January 1973 a ‘broad approach' relating to how theL&T Organisation may be structured and
how the’management planning and control system may be designed to serve the pasic objectives
of growth and |eadership. At that time, tWO in-house teams were appointed py L & T, one for
organisation structure and the other for management planning and control system to work with the
consultants.

|f this task is notdone properly, the consultant would be faced with tremendous resistance

_from people in the company and this may colour his diagnosis. To make his task easier, it is

incumbent or the chief executive to clearly spell out the scope of the exercise. This reassures the

managers who have fears as to how they would be affected by the change. ltalso demonstrates
the support that an outside consultant needs to probe and analyse problems in a company.

How do Consultantsf Work ?

All outside consultants will be with @ company only for acertain period of time and it is the
insiders who would either properly use or misuse the recommendations. itis therefore advantageous
that right from the beginning, the outside consultants be associated with a few insiders. This helps
in sharpening theinsiders’ skills and also facilitates the transfer of responsibiiity for implementation
to the company. This joint working of insiders and outsiders has other useful purposes. It provides
insightto the consultant about the company's procedures; realities and character; and also shortens
the time required for the whole process, from the stage of gathering information to that of diagnosis
to solttions. '

This ]oint-working is particu\ariy rewarding as the consultants can more easily gauge how
much the organisation can cope with. They also then have a reference person (or persons) with
whom they can check outthe viability of their tentative solutions. .
Implémentation |

_. As stated earlier, whatis importantis not how good the recommendations are buthow weii
they canbe used. :

L)
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behind the récommendation can be explained and discussed: As a matterof fact, L & T found that
even while the study was going on (over a pe:: . of five to six months) it was useful to let their
managers know through some circular, and once through a presentation by the consultants as to
how the study was progressing and what seemed to be nature of problems, etc. Not only does this
ccmmunication allay the rumours and fears of people, one also gets very useful feedback and
indication of what would be viable, \ ’

nL&T, consultants' recommendations were submitted in May 1973 and after due
_ Consideration these were okayed for implementation in October 1973, when an implementation -
team was appointed byL&Tto implement the recommendations.

phases will differ in each individual case; for instance, whether the change will be introduced initially

one part of the company; whether some part of the recommendations will be implemented
immediately and another part after, say, 6 or 12 months, etc. But phasing it properly depends on
the individual needs, practices and character of the company. This may make all the difference
between success ang trouble. o

Based on the practices of L & T and the changes they had to make in their Mmanagerial staff,
L & T decided to introduced the new budgeting procedure with immediate effect. However, the year
1974 - 75 was utilised for Preparing and training various managers to adapt to theijr new roles;
some of them were appointed to their new Position during this year which was a period of traijl
implementation. ~ :

sent to their managers in June 1976. ‘o oy St
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" disadvantage, as the client has the power to fire him. The evidence from clients and consul_tants
suggeststhatan assignment will work well only in the case where both have equal commitment
and where each side takes account of the other. ‘

Thinking with the client from their frame of reference is also critical. A consultant has to
- getoveron the client's side of the desk and work with him rather than against him. Consultants
are there tohelp clientlook atthe opportunity, solve the problem or whatever. Consultants are not
the experts about that business, also they do not come in with a lot of views that they expect the
client to accept atface vaiue. Theyare indeed there to help client analyse the situationina particular
- sequence and approach, for better understanding of the problem, which in-turn may facilitate

reaching tothe solution.

There should not rather mustnotbe a break of communication between the clientandthe
consultant. One of the main reasons why there might be break of communication between the
two is that the clienthas become engrossed in more pressing immediate concems. Client managers
may find themselves dropping meetings with consultant one after another due to unexpected
developments in day to day working, which need urgent solution. But this can play havoc with the
assignment.

The most frequent criticism by tfe &onsultants is that the report submitted by them and
accepted by the client does not get implemented in letter and spirit. Consultants have reacted to
this by extending assignments to include helping clients implementing the recommendations made
by them and accepted by the client, asithas direct bearing on their credentials. .

18.5 KEY ROLES IN MANAGING CHANGE :

Organisational changeis a collaborative effort, involving several roles and individuals. In
managing change in the organisations smoothly, several extenal and internal roles play very
important role. As many as six important roles aré discussed in this unit. Every role is concemned

with process as well as task. However, the diffarénce may lie in terms of the emphasis. Various
roles perform different functions. They make their specific contributions to the designing and .
implementation of organisa_tional change. These roles are: :

1) Corporate Management
2) Internal Consultants ...
- 3) implementation Team | ~
4) Chief Implementor |
5) Task Forces, and
6) The Consultants

4. Corporate Management

_ _fCorp_orate manag_ement includes the chief executive and fi@mbers of the top management,
who are jnvolved in policy decisions. Lo -

The following are the main fur/ictions of the corporate nyanagement in relation to
organisational change. _ o - s '
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"a) Legitimising function : Corporate management legitimises the change being planned,
recommended and implemented. The more actively the corporate management
promotes the change the more legitimate it becomes and the quicker it s likely to be
accepted. If the corporate management does not clearly indicate its interest and support
for the change, the change is likely to be slowed down. The concern on the part of the
corporate management and the visibility of such concern are very important for
organisational change. ‘

b) Energising function : Organisational change is very difficult process. it 'may\ he
slowed down at several stages. In many cases the enthusiasm may go down. In other
cases some difficulties arising in the natural course may discourage people who may
find it difficult to deal with such problems and may like to take the course of least
resistance by reverting to the older methods ogways of management. The role of the
corporate management at such critical points is crucial. Corporate management
energises the slackening pace and interest by taking up problems for discussion and
by showing concern.

c) Gate-keeping function : Corporate management helps in establishing the relationship
between the consultants and various groups in the organisation. This is usually cone
by calling various meetings in which the purpose is explained and then the consultants
get an entry into the organisation.

.!. The Internal Consultant_s

Even if the expert is from outside, some people from the organisation work with him. These
people represent the same expertise as the consultant has, or at least they propose to develop that
expertise. This role we shall call the counterpart role. This may already exist in an organisation, or
this may have to be created in the organisation. Forexample, if the management information system
is to be introduced, people with enough technical experience and expertise may be involved, and if
such people do not exist in the organisation thby may have to be recruited and developed.

The internal consultants help in implementing the policies and details of the organisational
change worked out and accepted, and in stabilising these in the organisation. Itis only through the
counterpart that the change becomes a part of the organisation. Much more detailed discussion is
needed about the role of the counterpart than is permitted by the length of the present chapter.
Whether the intemal should be an indpendent individual or group or, members from different groups
constitute a team which functions as the counterpart role; how to legitimise the counterpart role in
the system; the length of the time required for the counterpart to develop the expertise, and various
other questions need to be discussed. In many cases jealousy develops when the tounterpart
becomes successful and effective. Their success produces some threat in other members of the
organisation, leading to various prejudices and jealousies. All these issues have to be properly
dealt. \ o

N

3. Implementation Team: | ‘ A

“The implementation team consists of a group of people from various départments orﬂéreas of the
organisation who are given the responsibility for monitoring, deliberating and making necessary
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recommendations from time to time. Such ateam ensures proper motivation of people throughout
the organisation, and takes necessary steps for effective implementation. This has been discussed
in several places in the book. The following are th2 main functions of the implementation team.

a) Collaboration building function : The implementation team helps to build collaboration
_amongs{ various sections and departments of the organisation for the change
programme. It should therefore be a real team, every member having respect for the
other and collectively thinking and evolving a consensus in spite of differences of views.
An effective team is one which has representation of various expertise and diverse
experiences relevant for the change. And yet people are prepared to listen to each
other and take collective decisions which are not necessarily unanimous or by majority,
although enough consensus develops.

b) Gate-keeping function : The implementation team helps to keep the communication
- between those who are planning and implementing change and the rest of the
oraganisation open. This is done by developing liaison between the various departments
and sections of the organisations. Since the team has representatives from such
departments and sections, it is able to carry various matters to the departments and
raise various questions there. It similarly carries back some feedback from the
departments for discussion in the implementation team.

. ¢)  Reviewing function : The implementation team reviews from time to time the progress
of the change programme, and makes necessary adjustments in the programme so
that the implementation may become effective. The reviewing function is both to take
stock as well as to make necessary modification so that implementation is not hampered.

d) " -Policy formulating function : The implementation team in the light of the review makes

necessary recommendations and formulates policies to ensure that the programme of

- change is both effective and smooth. This helps in maklng the change programme
more realistic.

4. Chief Implementor :

Organisational change has to be implemented and this need not be done by those who are
working in-a particular area. In fact it is much better to make implementation independent of the
functional responsibility in an orgamigation. The chief implementor is usually the chairman of the
implementation team. But his responsibility is not confined only to discussing the problems and
making recommendatlons He takes the responsibility of moritoring and ensuring proper
lmplemen’(aﬁon The main dufference between the role of the chief implementor and the
lmplementaﬁon teamis that a group can never take on executive résponsibility. This can be taken
only by an in’dlvudual and the group can help him toperform his functuon more effectlvely in several
ways. The followung are tHe main functlons of‘thls role. "

)-)j £ rs .-
) nﬂlonltormg functlon ~The chlef lmplementer monitors the programme of change.
«gHe has to be atough person, a go-getter so that he relentlessly keeps the programme
.t gon the schedgle. He assures that the programme design that has been prepared and
the time schedule that has been laid down are followed.




Consulting : 8.9
Approaches and Skills g‘_ (Consuitant)

b) Diagnostic function : From time to time the chief implementor looks at the programme
to find out what is preventing the smooth functioning and progress as pianned. This is
the diagnostic function of the chief implementor. He collects the necésSary information
through specially designed questionnaires or through interviews and uses these to
discuss with the implementation team to be able to take necessary action for either
modifying the programme or for providing additional input for the proper progress of
the programme.

External Change Agent}

c) Executive function : The chief implementor has the responsibility of implementing
the programme. This is an executive function. It involves not only making
recommendations but ensuring that action is taken on whatever has been decided. He .
mobilises the necessary resources and works on the implementation of the programme.

The chief implementor should be systematic in his approach. He should have great concern
for systematic planning and going into the details of the various steps planned. At the same time he
should be flexible. If the chief implementor has his own strong views and ideas and finds it difficult
to accept other's points of view he would not make a good implementor. In one organisation, an
otherwise very effective implementor developed his own prejudices; and this resulted in unintended
delay in the implementation of the change.

The chief implementor needs to be creative and imaginative. He comes across several
problems and has to find solutions for them. He should search various ways of dealing with the
problems, sometimes even unconventional ways. He should also be resourceful, and should have
an eye for the resources available in the organisation. :

 The chief implementor should have high acceptance in the system. His role requires a high
level of rapport with various persons in the organisation, so that he can find out their probiems, and
people feel free to talk to him. He should have high respectin the system, should be known for this
qualities for implementation, and for his concern for the organisation and for the people.

5. Task Forces :

" Task forces are set up for specific purposes in order to prepare material, collect information,

- generate ideas. and take specific responsibility which is time bound and which is completed very
fast. There may. pe.many task forces, which get dissolved as soon as a particular task is over. Task
forces help in making use of the various kinds of expertise and skills available in the organlsatlon

The relationship between these roles and their mvolvement in organlsatlonal change has:
been presented in Table 9.1. (See page 39 of Unit 9). The table also indicates the relative involvement -
in process or in task; that is likely to make a role effective at different stages of the change process.
At the initial phases involvement required on the process is much greater than that in the subsequent
phases when gradually more involvement at the fask willbe possuble When the change process is
being started all roles concerned with it should pay more attention to process and if it is properly
done, the task performance becomes easier. Towards the end all roles can pay attenticn to the
task. Moreover, the exhibit also indicates that, even towards the end the top management has to be
concerned with the process though the intensity and the time spent by them will be less. As a
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matter-of-fact the involvement of the top management will be predominantly on the process only
whereas that of the task force would need to pay attention mainly to the emergent tasks. The
relative focus of the different roles in orienting themselves in this propornon of process-task
continuum will be useful.

6) The Consultants :

A consultant or a team of consultants usually comes from outside but they can also be
insiders. The consultant role is that of experts who have both knowledge and experience in the field
in which change is proposed. There are.some advantages in having outside consultants for some
time. The internal persons, even though they may have the necessary expertise, are likely to be
inhibited to have their own perception of the problem. Also, they may be restrained by the internal
dynamics. This may make the internal people less effective. Therefore, even organisations with a
very high qualify of expertise in a particular field invite outside consuitants for some time. The
following functions are performed by the consultant(s). ’

a) * Implanting function : The consultant does not supplant the interal expertise available
but supplements.and implants such expertise. It is necessary that the consultant
carries along with him the various people at different stages of the process of
organisational change. Then the consultant is able to make change a part of the
organisation. :

b) ' Transcending function : One great advantage of the consuitant is that he is not

bound by the constraints of the organisation. He takes an overall view. He transcends

both the ecology of the organisation, i.e., the various units and departments, to be able

" to take an over all view of the organisation, as well as transcends the time and people

into the future of the organisation. This transcendmg function makes the role of the

consultant more creatlve He thinks about the total organisation not only as itisnow -

but asitis likely to bein the future. This helps to give a wider perspective to organisational
understanding.

~ ¢)  Alternatives generating function : The consultant is not as much for working out a

. specific solution as for helping the organisation develop the czpability of evolving .

“solutions. The consultant does this by generating several altemnatives out of which the

organisation can choose one or two. The more the consultant generates and helps to

generate several alterhaflves the more creative and useful his role is, and the more

“the organisation develops the ability to desngn interventions and ways of solving
‘problems.

d) Process facilitating function : The consultant is primarily a process facilitator. He
has to be perceptive of the reality in the organisation. There is nothing like anideal ora
tgest solution, gven if ongsplutnon may be technically the best one the consultant may
gee the repeg:ussmns of the solutlons and may like to make the necessary

‘ rpodlflcatlon§ 0 suit the, sntuatlon The consulfant also helps in developing various
aroles as the ghange programme proceeds and change is being implemented. The
process facﬂltatlng role helps the consultant to more towards self-liquidation. He helps
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the relevant people in the organlsatlontoTake over the role as the programme is being
implemented. .

e) Shock absorbing function : During the planning of Change and making necessary
recommendations, much unpleasant feedback may be required to be given to the
organisation. Itis difficult for intemal people to do so. They cannot take the risk necessary
to make some things explicit. The consuitant can take a such risk. He can afford to
absorb the shock created by the change and can help the system to confront reality
and discuss certain process which may be quite unpleasant but without which it may
not be possible to move towards the solution.-

f) Resource sharing function : The consultant brings with his background the latest -

knowledge and a wide variety of experience, which he uses in making organisational

~ change effective. He collects such resources and shares thiem with the intemal people
so that the knowledge can be utilised for making the changje effective.

g) Resource building function : The consultant helps in generating resource's within
‘the organisation by building the necessary expertise as he works with the organisation.
This does not mean that he makes people dependent on him. By sharing his knowledge -
and experience and by continuouglﬂiscusﬁng with the concemed people he helps in
building internal resources.

‘h) Self-liquidating function : By building internal expertise and resources heis working
towards withdrawal from the organisation and liquidating his role and indispensability.
In many cases the consultants enjoy the influencing function so much that they may
continue to play this role in the organisation. This is bad both for the organisation and
the consultants. The consultant deliberately reframs from using undue influence on
internal executive decisions: And.as the work of the organisation change is over he:
takes definite and deliberate steps towithdrawand weant e organisation from depending
on him. The self-liquidating role is very difficult-Once a consultant is successful and
effective, he may have the temptatieri to continue to influence the organisational
decisions. If the consultant is not perceptive enough, and irthis eagerness to be helpful
he makes the organisation dependent on him, and enjoys this dependency, the results
may be bad for the organisation as well as for the consultant.

The organisation should have the capacuy to assumljate the influence and expertuse of the
consultant and necessary preparation should -be-made to make use of the consultants in the
organisation. It is important that continuous communication is maintained by the consultant atall
stages of the change process
18.6 . SUMMARY . .. .

RS YR

Change is the law of nature, change is inévitable ahd also it u,'BOund to be rés:sted being
the very part of the human nature Any kind of: change faces resustancé However, thé degree may
make lot of difference in perceptlble magn )udecahf immediate tangﬁ;:le impact thereof Coping
and managing change has come up as an lndependent and bummg au‘ea now-a- days These are
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the days of fast change in national scene and also to an extent in the international scenario. Lots of
mergers and acquisitions are taking place resulting into lot of all round change. Such a drastic
change may resuits into serious resistance. Unless change is successfully managed by the
management, it may be a nightmare for thern. Sometimes it so happens that internals either don't
_have proper vision and objective assessment of the situation or if at all they may be well équipped
to handle the situation, their suggestion may not be needed too. Sometimes an internal may not
express himself so bluntly and effectively due to obvious reasons. Here comes the role of an
external consultant who has no stake and hence may be blunt in putting up the facts before the top
management and many recommend a drastic solution, which generally is impossible for an internal.
Experience shows that it helps. :

Sometimes management do take shelter of the consultants either to justify some of their
decisions for which they don't want to own the full respoisibility. Sometimes they are hired to lend
a part of helping hand to the internals, moreover they are also hired for mere prestige sake now-a- -
days. Consultants do help management to choose among the conflicting claim. They do help learn
people truth, which is impossible for people power, for accelerating growth:.
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