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PREFACE 

India is a large and diverse country which is comprised of regions having dissimilar 

characteristics; it ~ecomes a tough job for the government to bring development through a 

common policy. The problem is aggravated by the fact that Indian government is constituted 

of two types- one at the centre called the central government and another at the state called 
•" 

the state government. Further, more· than seventy percent of the lndi_an population lives in the 

rural area. Thus the government was increasingly finding it difficult to realize the Herculean 

task of solving the problems of people and bringing development of the masses all alone.· 

Here came the importance of voluntary effort that led to the emergence of NGO sector. The 
" government encouraged the formation of ce.rtain autonomous organizations, which were not 

under its control with an objective to work for development of people. Significant among 

them were National Commission for Women, Rashtriya Mahila Kosh, National Institute of 

Public Cooperation and Child Development, Central Social Welfare Board (which later . " 

created State Social Welfare Boards), Khadi and Village Industries Corporation (KVIC), 

Council for Advancement of People's Action and Rural Technology etc. Later the ministries 

looking after Rural Development, education, health, environment, women and child welfare 

and science and technology followed the suit of shouldering developmental activities. Present 

day Indian NGOs are working in the area of poverty alleviation, training and capacity 

building, education and literacy, income generation, women and child development, human 

rights, health and nutrit!on, relief and rehabilitation, legal aid, consultation, research and 

publication. 

There is no authentic study and a comprehensive database regarding the size of NGOs in 

India. Since India does not have a centralized registration system, data is not available for all 

the states together. Further there might be severaf NGOs who" are not registered yet. That 

implies that the actual number far exceeds the figures mentioned by different authors and 
~ 

directories. 

Incii~n NGOs are facing various problems. The tragedy is that after decades of planning, the 

role of voluntary action is yet to be properly understood. The society as well as the policy 

makers have attributed innumerable roles to the Voluntary Organizations (VOs) or the Non 

Governmental Organizations (NGOs) and presume ·that NGOs activity is remedy to all 

problems in the society. NGOs on the other hand are expected to play a critical role in all 

conceivable aspects of devel?pment. 

It has been seen that the "role of NGOs has been" changing over the years. NGOs had 

undergone various generations of changing role such as charity, relief, welfare, development 

and empowerment. Today people would like to see the NGOs play the role as a development 

agency in the present society. New roles demand new competenc,ies and approaches from the 



NGOs. It must be recognized that present day NGOs require expertise of a different nature. 

Strategies radically different in approach and methodology need to be designed. Personnel 

with different attitudes and orientation need to be mobile to reach the target groups." The need 

for professional and managerial competence .of the staff ofNGOs has come up. 

·Every NGO has two sets of environment to manage namely the external and the internal 

environment. As the environment is dynamic, it brings forth new and changing demands ~nd 

· challenges for the organization to deal with. Thus for sustaining itself it becomes very much 

necessary for the NGO to get adapted to the demands of the changing environment. Hence 

there is an enormous need for these organizations to successfully manage change. The irony is 

that many of these NGOs either is not competent enough to manage change or is unaware of 

this need. 

In this context· Organization Development ·(OD) has .become useful in understanding, 

predicting and managing Organizational Change successfully. Hence, the gaps that exist 

between interventions used by NGOs at present, and the desirable interventions that could be 

used, can be bridged by understanding and studying the OD process in NGOs. Keeping in 
I 

view all these gaps a strong need was felt to initiate OD research as to how change is 

managed at various stages of its process positively. Considering the growing importance of 

NGO's role today, this study was undertaken in NGOs context to explore the relevance of 

various change management or OD concepts in these organizations. 

The process of selecting NGOs for the study took place at three stages. In the first stage, 

seventy NGOs were selected that fulfilled the criteria for selection. In the second phase the 

criteria for selecting the eight NGOs (from above seventy) were identified by various 

change/OD experts. The criteria suggested by the experts for identifying the NGO sample 

were ranked by various stakeholders ofNGOs. Accordingly an NGO s~mple size comprising 

six top ranked successful and two les~ successful NGOs were selected for the study (in the 

ratio of 3:1) as per suggestions given by the experts, to have an understanding of better 

performance as well as poor performance. The variables studied for the purpose are: the 

history of the organization (year of establishment, source of origin, promoters), the 

geographical area of qperation, the vision, mission and objectives, activities of the 

organization, its partners (employees, target segment, sponsoring agencies, supporting 

agencies, alliances, etc.), the management process (planning, organizing, leading and control), 

the indiviqual and group dynamics, the changes undergone, the changes needed, the OD 

process, the different problems faced by the organizations, the different OD activities carried 

out, etc. Stratified and convenient sampling techniques were used in selection of respondents. 
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Most of the QD intervtmtions undertaken by different NGOs were found to be effective in 

bringing and managing change in different organizations in varying degrees. All the 

diagnostic interventions gave positive outcome and gave information about demands for 

c~ange in the internal and external environment. In some cases the self- appraisals were not 

conducted in .a proper way. The collaborative action planning gave positive results. The 

participation of the members and sometimes the target segment,. sponsoring and supporting 

agencies in setting of goals and objectives, and the means of achieving them was seen to pe 

very effective. This helped to lead change effectively and avoid resistance towards it. The 

organizations conducting futuristic interventions were found to be proactive in bringing 

change. The interventions at the target seWJ:~ent level tried to ensure peoples participation as 

equal partners and not only as recipients' of services. Collaboration with the community, 

various community institutions/organizations, and community leaders greatly helped to. carry 

out the organizational mission and solve the problems faced at the target group and the· 

community level, thus facilitating change. A Conceptual Model on Managing 9rganizational 

Change in NGOs as well a's a Dynamic Model for NGO Management has been suggested 

based on research findings. Besides, four sets of broad interventions viz: Strategic 

interventions, techno-structural interventions, 'human resource management interventions and 

human process interventions for NGOs have been presented. 

Extreme interest in this study has compelled the researcher for a threadbare analysis of the 

subject over last four years. In this process, cross sectio~s of stakeholders were interacted 

upon. Paucity of published materials in this topic, however, helped the researcher to learn 

many concepts from the grass root level as well as from different experts all over India . 

. NGOs by their natu~e are not very open. and usually do no~ trust outsiders. It was a tough job 

to convince them, win th,eir trust in order to conduct the 'study in their organizations and get 

information from their people at different levels. Moreover the researcher had to spend lot of 

time in collecting some i'mportant secondary information due· to lack of adequate 

documentation in these organizations~ The people in the NGOs are immensely' busy and 

mostly involved in field. related activities. Hence the researcher had to give many' visits to 

meet these people. Sometimes she had to travel all th.e way to the field in order to meet these 

people. However, the efforts put in by the researcher could help her finally to add valuable 

inputs to the present study. 

Tezpur, Assam 

Dated :29.6.05 Papori Baruah 
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In today's rapidly changing. environment, managing organizational change has 

become the single-most vital issue faced by the managers or administrators of the 

organizations. It can be tenned as an art that integrates theories, models and 

experiences related to change. It is seen that those organizations and people, who 

realized its need and could practice the art of managing change suitably, were 

successful, whereas others who did not act so failed. Another important sector that is 

emerging today and playing .a crucial role in the nation's development is the non-, . . 

government sector. Over the years this sector has undergone drastic transfonnation. 

They have changed their outlook, their approach to the organizational and 

environmental management. These organizations also have to manage their human 

resources, the target segment, funds, other inputs to carry on the managerial functions 

of planning, organizing, staf1ing, leading and controlling. Thus manuging clwngc is 

also ofenormous·significance for the non-government organizations (NGOs). Various 

views of experts having experience in research administration and consultancy on the 

role and importance of Organizational Change are discussed below: 

S. Ramanarayan viewed that managing change is all about managing the '7 S' of the 

organizations namely, strategy, structure, style, staff, systems, skills and shared 

values. He also added that in case of NGOs, their commitment building efforts, goal 

setting approach, process of ensuring professionalism and managing transition are 
- ' 

crucial. B.R. Virmani pointed out that Organization Development (00) interventions 

are for change. In a simple way need for change can be termed as a disease and 00 as .. 
the treatment. OD is used to bring about planned change. According to Bharati 

Sharma important variables that are to be considered in managing. change are, the 
I 

organization culture, group dynan1ics, leadership, attitudes, values, motivation, 

training, learning, organization processes, role of promoters, sponsoring and 

supporting ·agencies, organizational vision, .mission, objectives, methodologies and 

activities. The present strategies should be based on past experience. Further an 

organization should focus on proactive strategy in managing change. 

Rashmi Agarwal~tated that the organizations should be clear about the organizational 

vision~ Unless and until organizations have a clear picture of the desired future state 

they cannot move towards it. M.C. Bora stressed upon the significance of managing 

the environmental variables in change management as the demands of change come 



from the external and internal environment. A.K. Banerjee perceived that leading 

change is· vital. Successful change management should be based on an effective and 

value-based leadership, and a shared vision. In absence of an efTective leadership it 

will lose its true value. M.K.Dixit stated that it is important to go for an appropriate 

strategy planning to deal with the environment both present and future for attaining an 

effective change management. Anil Gupta expressed that in .case of NGOs, apart from 

managing their resources and the target segment, the other vital issues like network 

building, boundary management and capacity building are to be emphasized. Mahesh 

Purohit highlighted the need of present day organizations in the era of globalization to 

look upon the macro environmental factors in order to devise appropriate strategy to 

deal with the external threats and opportunities. D. Sharma opined about the utility of 

00 tools in managing change. Action Research approach, Survey Feed hack approach, 

Future Search Conferences are extremely useful in bringing about wide change in the 

organ~zations. Methew Cherian felt that for knowing the change management in 

NGOs, it is essential to understand the change parameters, like human ac;;pects in the 

organization, the target segment, the funding agencies, the partners ·or alliances etc. 

for knowing change management in NGOs. Dr. Rajesh Tandon expressed that change 

management is of gr'eat necessity for NGOs not only to bring societal change, but also 

to bring about a change in the mindset of its members. A. Sharma stated that Change 

Management could handle NGO identity crisis resulted out of radical transformation . . 
He also pointed out that NGOs are of difTerent nature and the way change is managed 

is ,likely to vary. D.D.Mali said that change management in NGOs should focus on 

sustainable development and building up entrepreneurial characteristics. 

Thus, it can be concluded that vision, mission, organizational management processes, 

individual and group dynamics, organization culture, leadership are some of the 

important variables influencing change management in the organizations. The role of 

the stakeholders is also enormous in the change management process of the 

organizations. for a proper change management organization should keep a track of· 

its environmental variables. Organization Development interventions are used to bring 

change in the organizations. The NGOs require change management in order to 

survive and excel. 

The concept of Change, Organization Development (00), non-governmental 

organizations (NGOs) and various models that are useful managing Organizational 

Change are discussed in the subsequent pages. 
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Concept of Change 

Different authors have viewed change differently. Some of their views regarding the 

meaning of change are as· follows: 

"Change means the new state of things is 'different from the old state of things". 1 

"Change is understood as making the form, nature, content etc. of something 

different from what it is or what it would be if left alone. The process through which a 

proposed change is effected is treated as 'Management of Change. 2 

"Change constitutes a departure from the established order of things. It may be 

circumstantial or deliberate". 3 

According to Nilakant and Ramnarayan, Organizational Change refers to the process 

of growth, decline and transformation within the organization .. They refer to four 

areas that constitute the content of change viz. technology, marketing, quality and 

costs. ln order to bring about changes in them, organizations need to change three 

other aspects such as: strategy, structure and people· management practi~cs. These 

three aspects determine the process of change. Finally change needs to. be driven by 
. 4 
value based leadership. 

Types of Change: Change has different facets. It can be either deliberate, that is 

planned or accidental, that is unplanned. Its magnitude can be large or small. It can 

affect many elements of the organization or only a few. It can be fast (abrupt, 

revolutionary), or slow (evolutionary). The new state of things can he of an cnlirc.ly 

different nature from the old state of things or the new state of things can have the 

same nature with some modification. Each of these calls for different actions. Change 

can also be of three types. These are (I) Developmental Change, which refers to 

improving what already exists in the organization. (2) Transitional Change, which is 

about moving from the current state to a known new state through a transition state 

lik~ restructuring, mergers, introduction of new processes, technologies, system and 

procedures. (3) .Transformational Change, which is a fundan1ental re-invention of the 

organization by changing its leadership, mission, culture, structure, strategy and IIR 

practices. 
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Organizational Change: It may be understood from the following four· maJor 

·perspectives. They are: (I) Contingency perspective, which is concerned with 

bringing change in the structure of an organization. (2) Resource dependence 

perspective, which attempts to reduce the dependence of the organization on the 

resources acquired from the environment. (3) Population ecology perspective, which 

tells that in order to survive the organization should change at the population ]eve~ 

more than the organization level, by developing distinctive capabilities such as skills, 

patterns of behavior and management system suited only for their specific niches. ( 4) 

· Institutional perspective, which states that the social norms, values and culture of the 

environment in which they_ operate afTect the organizations. These features make up 

· the institutional environment. According to this, organizations change their structures 

and strategies not to improve performance but to conform to the norn1s and standards 

of the institutional environment. 5 

Organizational Change is both continuous and discontinuous. The authors have put 

forward the 'punctuated equilibrium model of change'. According to this model, 

Organizational Change is characterized by long periods of slow incremental change 

punctuated by short, sharp periods of rapid, transforn1ational change. As organizations 

grow, they move through five distii,lct stages of change. Each period ~onsists of a 

relatively calm period of continuous change culminating in a crisis that puts the 

organization .through considerable turmoil. Once the crisis is resolved, the 

organization goes through a calm period of continuous change, which once again, 

climaxes in a crisis. The calm period of continuous change is called evolution and the 

period of turbulent change is called revolution. 6 

Similar view has been reiterated by Johnson and Scholes, who have mentioned that 

there are four types of strategic change nan1ely evolution, revolution, adaptation and 

reconstruction based on the nature and scope. 7 According to Rajamani, change fall 

into five categories namely, (1) Changes in the industrial relations climate I 

environment. (2) Changes in the layout of the·, plant I changes in the plant and 

machinery, process etc. (3) Changes in the composition of the \vork force. (4) 

Changes in the work methods and practices. 8 According to Sham1a, the areas of 

change are (I) Organizational patterns (2) Sphere and methodologies of working (3) 

Environmental factor (4) Performance (5) Social and personal values. 9 According to 

literature of Pria, Organizational Change takes three forms, these are, (I) Problem 

solving ("push" change). (2) Transition Managem.ent ("pull" change). (3) 
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Organizational Transformation. 10 The first two forms are the change drivers. In case 
I . 

of 'push, or the problem focused change', the change agent is likely to find people 

asking questions like, who is to blarrie, and ho~ to get along the situation. In case of 

the 'pull, or 'the vision-focused change', the question that is likely to emerge is how to 

reach the desired state. 

Managing Organizational Cha.nge: There are different approaches to managing 

change. These vary with the needs, the objectives of the organization, the pressure of 

the environment etc. Following are some of the concepts elucidating this aspect. 

Broadly there are two approaches to implementing change. One is 'participative', i.e. 

· involving people in the planning and implementation of change. The other one is 

'directive' approach. According to Nilakant and Rarnnarayan, discontinuous change 

needs to be implemented swiftly,, as participation may consume more time and may 
f 

not lead to better information or ideas and there is more likelihood towards resistance 

to change as ·it takes into account the steps like downsizing, ddayering, re-structuring 

etc. The seven steps to implementing change are, ( 1) assemble a change m~agement 

tean1, (2) establish a new direction for the organization, (3) prepare the organization 

for change, ( 4) set up change teams to implement change, (5) align structure, systems 

and resources to support change, (6) identify and remove roadblocks to change, (7) 

absorb changes into the culture of the organization. 11 

The different styles of managing. change are education and communication, 

colh1boration or participation, intervention, direction. 12 Styles of managing change are 

not mutually exclusive in a 'Change Progran1me'. Different stages in the change 

process may require different styles of managing change. Participative style is 

appropriate for incremental change within organizations; but to undertake 

transformational change directive approach IS more appropriate. The levers for 

managing strategic change are changes 111 structure and control systems, 

organizational routine, ~ymbolic processes, power and political processes, 

communicating change and use of appropriate change facilities .. 

In an organization, people, process and technology are inseparable. Changein any one 

of them will have an impact on the other two. One of the viable ways to bring about 

an effective change in an organization is to change its culture. Leadership as an 

instrument of' Managing Cult~re' can improve the perfonnance of an organization. 13 
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When an organization is attempting planned change, the HR strategies can be 

_categorized into three types. These are education and employment involvement, 

changes in personnel, and change in structure and systems. While managing .change, 

attaining and maintaining a new culture .is essential. Recruitment and selection should 

be adapted to strategically driven change. Involving employees in performance 

management is a powerful way of changing organizations. The organization's 

objectives can be linked to individual performance objectives, thus contributing to 

organizational change. HRD is an inevitable manifestation of organizational change 

·and has the potential to facilitate all HR interventions. Reward management has the 

potential to complement organizational change. Employee involvement is an 

important strategy for achieving organizational change. Downsizing has been shown 

to be capable of promoting organizational change, but its success will depend on 

concurrent use of other change strategies. Evaluation of change is vital in order to find 

the extent t9 which the actions or change interventions arc successful. 14 

Cummings and Worley have elucidated the general model of planned change. 

According to them it includes entering and contracting phase, diagnosing phase, 

planning and implementing change phase. Planned changed activities should be 

guided by infom1ation about (I) the organizational features that can be changed (2) 

the intended outcomes from making the change (3) the causal mechanism by which· 

those outcomes are achieved and (4) the contingencies upon which successful change 

depends. Organizations need to formulate or conduct certain interventions in order to 

manage change. The authors have classified the interventions into four types namely, 

human process interventions, techno-structural interventions, human resource 

management interventions and strategic interventions. The activities contributing to· 

effective change management are motivating change, creating a vision, developing 

political support, managing the transition and sustaining momentum. Evaluation is to 

be carried out both during implementation of interventions and after implementation. 

If the feedback is cl'fccti.ve, attention is directed at institutionalizing the changes. 1 ~ 

Radical change could be a vital strategy to revive an organization. Even when the 

organization is successful it can plan for radical transformation as a proactive step in 
' . 

the context of rapid economic, technological and competitive environment. For this 

the organization should develop a vision, act on it and implement the plan. There 

arise~ a need for effective alignment among thl\:c key clements: its value creation 

logic, its organizing principles and its people processes. Aligning growth, managing 
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acquisition, and diversification arc situations where radical change has to he worked 

into. Revitalizing people, organization, and relationships arc essential. The new 

management has new roles and tasks tQ play. 16 

The important prerequisites to deal with the complexities involved in the process of 

managing change are following. ( 1) The line for change should be carefully selected. 

(2) Change agents must be carefully chosen. (3) Conimunication should he carried out 

. in detail uno the prm:'ess should be metil:ulous UIIU regular. (4) Reasonable IIIOilctury 

compensation and non-monitory schemes must he offered to the workers, who are 

deprived of conveniences, comforts and custom~ry methods of working. 17 

Thus, many authors like french and Bell, Mal and Sharn1a have stated change as 

realizing a new state, whereas Nilakant and Ramnarayan have referred change as the 

process of growth, decline and transformation within the organization. Several 

literatures like that of Ackeramaul, Pria, Johnson and Scholes, Greiner and Tushman 

have indicat'ed change to be either transitional or transforn1ational. Rajamani has 

classi.fied change into five categories based on the outcomes desired. All the authors 

have mentioned about the stimuli from the external and internal environment as the 

factors responsible for change. Adopting technological upgradation, better 

management practices and suitable organization structure, overcoming deficiencies 

for achieving better perfornlance, willingness to serve the customer or target 

segment's needs are stated to be some ofthe important reason's for change. Approach 

towards implementation of change could be either participative or directive. Both 

Rawal and Thornhill· have included culture as an important component while 

managing change. Rawal has further stressed upon leadership as a vital element in 

managing culture. Thornhill et. al., and Cumings and Worley have elucidated upon 

planned change as a proactive strategy and have felt that it has to be backed by the 

right kind of information. Hence, it can be said that change is a phenomenon that 

occurs as a result of the certain environmental triggers fi.1ced hy the organization, 

whereby the existing state of things is destabilized and a new state realized. 

Organization Development (OD) 

It is observed that some authors/ experts use the tern1s change management and OD 

synonymously, whereas some have attempted to differentiate between the two. Hence, 

it was thought to be proper to compare change to OD. 
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The field of Organization development was estahlished to hdp leaders address and 
' I 

embrace change, to view change as an opportunity rather than a thrcat. 18 

Worren et.al. have compared change management with traditional Organization 

Development in terms of theory and analytical framework, the role of the 

interventionist and the intervention strutegies. According to them change management 

is broader than OD in that it includes a wide range of intervention strategies that may 

enhance human perfommncc directly or inoirectly including process consultation, 

work restructuring, strategic HRM planning and the design on development of 

information solutions. An OD practitioner is a human process consultant or facilitator 

in contrast to that of the change management consultant who work in teams, which 

consists of a combination of client managers and consultants. They work through a 

joint process of diagnosis, planning and implementation. 

In classic OD, the basic assumption was that one must change his attitudes or ideas 

before the ~hange in structure or technology of the organization is hrought ahout. But 

today 00 has moved away from this concept and it is more so used as a tool to bring 

about change in an organization. It will be helpful to understand the concept of OD, 

which is a vital process or method in managing change. 19 

According to French and Bell, OD is a long term effort, led and supported by top 

management, to improve an organization's visioning. empowerment, learning. and 

problem solving process, through an ongoing co~aborative management of organization 

culture with special emphasis on culture of intact ~ork teams and other teari1 . 

configuration, using consultant- facilitator role and the theory and technology of applied 

behavioural science, including action research. 20 
I 

Related to the above is the view expressed by Cummings and Worley, who have 

defined OD as a system-wide application of behavioural science knowredge to the 

planned development, organizational improvement, and to the processes that lead to 

organizational efTcctivencss. 21 

OU deals with different issues and this aspect is included 111 the prm:eedings of 

Training course on Organizational Development for Civil Society Organizations in 

East, Central and Southern Africa ( 1998). According to this OD covers a range of 

issues like -(I) Internal issues that afTect the running of the organization. (2) 

Interventions aimed at helping, an orgariization to do what it was not able to do, or 

enable it to do what it was able to do in a better way. (3) Interventions that enable the 

organization to achieve growth and respond to the chru1ging enviror1rnent. ( 4) The act 
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of harnessing knowledge, skills resources and systems 111 order to enable 

organizations to realizt: lasting and positive change within an organization. (5) 

Process used by change agents in facilitating organizations to define their problems, 

understand and analyze them and come up with solutions. 22 

In line with the above issues Stephen has stated that 00 invariably deals with the 

following processes. They arc, I) in a rapidly changing environment, development 

paradigms too keep changing. Mission and strategies also need to be constantly 

validated, and OD facilitates this process. 2) OD aims at developing interpersonal 

competence, 3) OD is concerned with bringing change in the total culture of the 

orgai1ization, 4) OD facilitates structure <md syste1i1s building. D 

Characteristics: The characteristics of OD as cited in the proceedings of Training · 

course on Organizational Development for Civil Society Organizations in 1 East, 

Central and Southern Africa arc - (I) OD is a planned process of organizational 

change. Though organizations change <;tll the time, it is only the structured systematic 

process of real change, which is 00. (2) 00 leads to improvement in the 

effectiveness of the organization in the use of resources, syste~s, skills etc. (3) 00 is 

undertaken within a system -wide framework. (4) An OD process promotes a set of 

preferred values related to the individuals in the organization. (5) OD conducts the 

planned change through a learning process. 24 

The characteristics of OD as planned change are further discussed by Ramnarayan et. 

al. According to the authors OD aims at building internal competencies in individuals 

and teams in the organizational context, and at taking organizations to higher level of 

performance by building individual, group, system and process related competencies. It 

focuses on behaviour, on people, processes, systems, structure 'etc. and extend from 

individual based interventions to structural changes and system revamp. A number of 

special characteristics together distinguish 00 from other appro~ches in managing and 

improving organizational functioning. These arc - (I) OD is a behavioral science based 

approach to organizational improvement, (2) 00 is a normative approach to 

organizational change which is grounded in value laden assumptions of what constitutes 
' 
ideal individual and organizational growth, (3) 00 implies deliberate intervention in the 

ongoing process of an organization. 4) 00 is a nom1ative-reeducative approach to 

change that is based upon the assumption that social norms are among the strongest 

reinforces of behaviour. 25 
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But durable change or development requires change in the norms of behaviour. Since 

such norms critically affect the culture of the organization, development implies a 

changing organizational culture by rc~ducating people so that they question. modify or 

discard old norms and replace them with the more efTective ones.26 Some of these are­

(1) Legitimacy of Organization and Management, (2) Systems approach to change, 

which considers that: organizations operate as a social system consisting of different 
' 

subsystems. (3) Usc of action research model in OD, (4) Usc of qualified behavioral 

science practitioners as external consultants, (5) OD should develop long term locus. 27 

Systematic 00 activities have a recent history. To use the analogy of a mangrove tree, 

it has at least four important trunk stems. One trunk stem consists of' innovations in 

applying laboratory training insights to complex organizations for example the 'T 

Group training", which emerged around 1996, "Team building session",. which emerged 

in early 1950s etc. The second major stem is survey research and feedback method 

which was developed around 1946 at Survey Research Centre, Michigan, USA. Bo'th 

these two stems are interwined with a third, the action research, which emerged around 

1945. The fourth stem is the Tavistock sociotechnical and socioclinical approaches that 

took its fonn in the 1940s.28 

Process: However good the design of 00 programme might be but ultimately what 

matters is its implementation. The following authors have given some important 

suggestions concerning this. 

Ramnarayan and Grover developed a checklist of some key issues that an 00 

practitioner should abide by. These are (I) developing the need for change (2) 

involving key actors, and establishing relationships of mutuality (3} identifying and 

diagnosing problems, and establishing priorities for action (4) mobilizing actions, and 
i 

establishing and stabilizing change. 2'1 

Dayal mentioned that 00 is more than skill development or preparing an individual 

for a job. 00 policy and practices need to have people orientation and have to be 

widely spread throughout the organization and cover aiL levels. While f(mnulating a 

strategy lor OD interventions two areas of ~OJH.:crn arc, acquiring va.Jucs ahout work 
I 

and the organizational approaches that arc needed l(>r employees to acquire new 

attitudes and internalize them. The individuals should learn what is expected of them 

from their experiences. at work and their interactions with other people. Certain 

minimal conditions should exist (()r change to come about in the attitudes towards 

work and people. These arc· following: (I) Employees should he able to place new 
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meamng to their expenence at work, i.e. react ditlcrently to the work related 

situations than they may have done in the past. (2) Employees should perceive that 

there is congruence between what is articulated as policies and what is pructiced. (3) 

The positive experiences are reinforced or repeated in a variety of situations. ( 4) The 

change is widespread and not confined to a limited area or people. (5) Employees 

understand the reason why a change in their attitudes or behaviour is required. The 

goal of achieving change in work attitudes would have to involve the total 

organizatio!J and begin at the top level of the hierarchy. Organizations need to look 

for the leverage points or anchors for the change initiatives. These are needed 

especially in large organizations to keep the prognunme focused and to monitor its 

implc~cntation effectively. 30 

According to Burke, the practitioners, consultants and academicians need to follow 

the following prerequisites while implementing OD: (I) OD is basically a strategy for 

planned change. The delineation of phases for creating readiness f(lr change, 

implementing and stabilizing change, and deciding what needs to be done in each of 

these phases can be useful. (2) The role of 'leadership, particularly the visioning 

process. (3) The structure and processes, particularly making the functioning flexible 

and less bureaucratic. ( 4) Linking training in terms of learning as to how to work 

together better, solve problems more efTectivcly and iinproving the learning 

processes in the organizations. 31 

According to French and Bell, the process of 00 basically consists of three phases 

namely, (I) The Diagnostic Phase, which attempts to analyze the current state of the 

organization in terms of its various structures; systems and processes in order to 

identify actual or potential strengths and weaknesses. (2) The intervention or action 

phase, which is concerned with taking action to bring about the desired identified 

changes in the organization: Implementation of action takes place through joint 

interventions. (3) The stabilization or process maintenance phase, which is 

concerned with stabili:t...ation of the changed or new system so as to permeate into the 

. culture of the organization. In line with the above three broad phases as discussed ' 

above, the. OD process involves a number of systematic steps. They are: (I) 

Awareness of the need for change on the part of the client organization. (2) The entry 

of the change agent or consultant at the request of the client system, (3)Develop!llent 

of consultant-client relationship by clarifying mutual expectations and goals of the 

contract, ( 4) Information collection by the consultant to assess the state of the 
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organization 'or unit, (5) Joint diagnosis of problems by the consultant and client 

based on the data analyzed, (6) Development of the action plans I strategies to bring 

about change, (7) lniplcmcntation of the action plans, (8) Monitoring and receiving 

the progress of the actions, (9) Stabilization of the changes,( 10) Tenninatiori of the 

' 32 client -consultant contract. 

The Proceedings of Training course on Organi:t..ational pevdopmcnt lCJr Civil 

Society Organizations in East .. Central and Southern Africa. 1998 have highlighted 

the different stages in the organization development process or the N< iUs. these 

being entry of the consultant, problem definition and diagnosis, action planning, 

implementation and consolidation. The different issues that are to be explored are, 

the need and role of a .consultant, the change drivers, symptoms and causes of 

problems~ the options available, the key people, the conditions under which the plans 

would be executed, drawing up plans and specific interventions, their 

implementation and finally monitoring, evaluating and reinforcing change. 33 

OD Interventions: They arc sct of structural activities in which sclccted 

organizational units (target groups or individuals) engage in a task or a sequence of 

tasks with the goals of organizational improvement and individual development. The 

major ' families ' of OD interventions are : ( l) Diagnostic activities, (2) Team -

building activities: Activities designed to enhance the eiTcctive operation of teams, (3) 

Intergroup activities, (4) Survey feedback activities, (5) Education and training 

activities, (6) Techno-structural or structural activities, (7) Process consultation 

activities, (8) Grid Organizational Development Activities, (9) Third party peace 

making activities, (I 0) Coaching and counseling activities, ( 11) Life and career 

planning activities, ( 12) Planning . and goal setting activities, (13) Strategic 

management activities, ( 14) Organizational Transfom1ation Activities. Interventions 

can also be classified based on the target groups. These arc the individuals, Dyads/ 

Triads, Teams and groups, inter-group and the total organizations. 34 

OU in India: Jn India, OD and planned change started in the early 1960s.A group of 

Indian professionals trained at the National Training Laboratories ( NTL) at Bethel, 

Maine, USA, brought a good deal of OD technology to India. Grid programmes were 

initiated in the early 1960s in Larson and Toubro and in mid 70s OD was introduced 

as a formal and structured part of the HRD department. The T-group was initiated and 

widely used at the Small Industries Extension Trai!ling ( SIET) Institute, Hyderabad, 

State Bank of India and in the Jndiai1 Institute of Management ( JIM ) programmes 
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in the mid 1960s. But, these efforts were unable to create any impact. 35 According to 

Srinivas, OD is C\Jlturc specific and it cahnot he simply copied to other cultures. The 

issue of non-transferability of OD technology to cultures such as India has arisen 

because of lack of trust of its techniques to be applied in Indian conditions. However, 

a deeper examination of values .embedded in Indian religion and philosophy suggests 

that the cultural values are indeed largely supportive of organizational renewal and 

~~~~c::_a·hangc. The rich cultural heritage of India contains a paradigm of change based on 

.. ~o~e~ir.Jw . new approaches and designs of 00 interventions may be possible. Such 
fl>~ r ......_ ., . 

J~~nll No d~1~~ are likely to be accepted more readily in India. They are, (I) A participative 

' Ace N ° Jfapproa h to· OD has to be adopted. (2) The influencing role of the government has to * \ Date,~ · ,.. · 
/: '- Cf) , b{~cojlsidered. (3) As Indian culture is strongly hierarchy based, an OD facilitator 

·., ('< --- - A ~.. I 
' ~>u, u "'~~ust explain the need for change, the things to be changed and the benefit of OD to 

the target group. (4) In any 00-based change effort in the Indian context one needs to 

take in consideration ·the prevailing cultural values, nonns, attitudes. he lief.<; etc, and 

leverage the functional ones for making the change effort a success. All the _above 

aspects are likely to yield positive results.36 

Need for OD in NGOs: Like the profit making or the business organizations, the 

non-profit organizations too today need to focus on efficiency and growth. Otherwise 

they will stagnate and die out. They have to cope up with the environment both 

external and internal, go for strategy planning in o~der to realize their vision, mission 

and objectives, give efforts towards building teains and establishing an appropriate 

leadership, proper 'structuring of the organization, devising ail enective planning, 

monitoring, evaluation and information system, developing a network with the 

sponsors, the supporting agencies, other NGOs and-government agencies, conducting 

capacity building or skills development of its members and the target segment etc. 

Thus Organizational De,velopment is the tool Jor change management and the answer 

to the above problems. 

' Whcdcr and I Iunger have advocated some strategic m:.magcmcnt conl;cpts to non-

profit organizations such as SWOT analysis, mission statements, stakeholder analysis 

and Corporate Governance. Besides, the following strategies arc suggested for the 

non-profit organizations: (I) Strategic Piggybacking (2) Mergers and (3) Strategic 

alliances. 

OD is a relatively new concept in the NGO sector. There is very limited 

documentation of OD experiments conducted in this sector. Further the number of OD 
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practitioners who have established a meaningful, interactive relationship with NGO 

sector is small. Some issues of concem arc: 

(1) Any outside intervention is perceived with suspicion by the NGOs. (2) Funding is 

·for projects that are time bound. Thus adhocism is the dominant mode of functioning 

leading to many a time a vision which is shortsighted. (3) If the N<JO leadership is not 

strong, 00 can'be perceived as a threat. (4) A tension emerges when conventional and 

professional approaches to do not converge. The OD facilitator will need to he skillful 

in dealing with this tension. (5) NGOs arc not exposed to behavioral science labs and 

training. Hence the use of certain behavioral science models may be unsuitable for the 

NGOs. (6) NGOs may_ not be ready to use professional input at a cost. In such a 

context the affordability of the cost is a critical issue and the returns have to be 

tangible. 37 

Authors like French and Bell, Cumings and Worley have mentioned OD as a long 

term effort, a systemwide application of behavioral science km.lwledge to the planned 

development, organization improvement and processes that kad to organizational 

effectiveness, through a collaborative· approach. Several-literatures like that of the 

proceedings of training course on OIJ Jor civil so(icty org<mizations have highlighted 

different issues that 00 has to deal. Stephen has emphasized the diJTerent processes 

that 00 is concerned with. Ranmarayan, Chin and Benne have stated that one of the 

characteristics of OD is that it is a planned process of ,organizational change. They 

have also mentioned that OD leads to improvement in the effectiveness of the 

organization in the use of resources, systems and skills etc. But for this, change in the 

norms of behaviour is required. Nom1s affect the culture of the organization and 

development implies changing the organization culture. French and Bell has 

mentioned that OD basically consists of three phases namely the 'diagnostic phase', 

'intervention or action phase' and 'stabilization or process maintenance phase'. Burke. 

has added that delineation, of phases is essential to achieve clarity. Burke, 

Ramnarayan and Grover, and Dayal has stressed upon need to involve all people of 

the organization in the action planning and implementation phase. In India for OD to 

be successful should consider the values of Indian Culture apart from prevailing 

environmental factors. The non-governmental organizations also have to face the 

pressures for change. In this context 00 is highly useful for these organizations. But 

for this gaining their trust and confidence is essential. 
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· Non- Government Organizations 

The broad subdivisions of the society for social welfare action arc the government and 

the non-government. The non-government organizations (NGOs) arc subdivided into 

(a) the Pri vale and (b) the voluntary organizations. J>ri vale organizations di ffl:r I rom 

the voluntary organizations (VOs) in that they have profit motive. On the other hand, 

the voluntary organizations are mostly motivated · by a m•ss10nary zeal. 

Developmental organizations in India emerged in the name of 'Voluntary 

,Organizations'. Today this sector has emerged as a new force contributing to social 

development, plugging- a breach in the state machinery. Flexibility and an infonnal 
' 

system· of functioning bring these organizations in closer contact with bcneliciarics 

and further allow them to take speedier and well targeted action at a lower cost. They 

strive to employ innova,tive methods to suit local conditions or specilic needs. 

Definitions- NGOs and VOs: As mentioned' bel(m: NUO is a broad-based term and 

could include all those organizations that are other than government. Some 

explanations are as follows. NGOs in general include all formations of voluntary 

organizations in addition to business . association, trade unions, foundations, 

consultants, cultural bodies, health and educational institutions, cooperative societies, 

. religious organizations etc. The conceptual coverage under NGOs has considerably 

enlarged to embrace all VOs, societies, trusts. cooperatives. Panchayats and Zila 

Parishads. Conceptually any action by an individual, an informal group or a duly 

constituted organiz<:~tion, which is not prompted by external pressure or self-interest, 

can be tenned 'Voluntary action'. A general misconception is that any activity outside 

the government is "voluntary". One needs to differentiate hctween organizations in 

the "general'' non-government sector and VOs. Cooperati vc, trade umons or 

Panchayati Raj institutions are all non-governmental but are not voluntary 

organizations. Possible reasons are, they are bodies that aim at and, work towards the 

wclf~1rc and development of only those who arc its memhers (co-operations, trade 

unions)'not all. They arc designed to make prolit and distribute it to the members (co­

operations, trade unions, local self-government bodies, and farmers' societies). They 
' 0 

are party-politicized (co-operatives, self-government institutions, trade unions). VOs 

on the other hand must work on a no-profit. no-loss basis. They have to be non­

aligned, non-partisan and free from party politics. JR 

15 



The World Bank has defined NGOs as "private organizations that pursue activities to 

relieve suffering, promote the interests of the poor, p~otccl the environment, provide 

basic social services, or undertake community development". In wider usage, the term 

. NGO can be applied to any non-profit organization which is independent from 
' government. NGOs arc typically value-based organizations, which depend, in whole 

or in part, on eharitahle donations and voluntary service. w 

In India, voluntary organizations arc known by diiTcrcnt terms. The term voluntarism 

is derived from the Latin "Voluntas" i.e. "will". Voluntary organizations arc a 

heterog~neous group of entities that represent diverse objectives and methodologies 

and ye~ share important traits- the ethos of voluntarism, the absence of the profit 

motive, a "private" character orie~ted towards the larger public good. The most 

important feature of a voluntary organization is that, it is guided or motivated by a 

vision, inspiration, ideology or commitment to improve the circumstances and 

prospects of the disadvantaged and or to act on issues detrimental to social well being. 

It is a group of like-minded people coming together voluntarily to commit themselves 

to promote a chosen• vision/inspiration! ideology for social change/ development 

. l 1 . 40 wit 1out any persona gam. . 

For the purpose of this study, the tern1 NGO is used for those organizations that arc 

other than government, non-profit oriented and working towards developmental 

action on voluntary basis. The relationship between the NGOs and the 'client group' 
' 

is not based on monetary tern1s. In absence of self- generating resources NGOs need 

to be financed by outside agencies (fuqding and supporting agencies) that are local, 

national or international. The primary task or work of these organizations is not to 

generate financial resources for its own sake but to serve its target segment. Thus, all 

voluntary organizations fall under this category. It might also include those NGOs 

that arc employing people or giving an allowance or remuneration to the working 

members, starr and the oflicc bearers. The researcher has taken the term NGO 

because today this term is most widely used for referring to the developmental 

. organizations. 

An NGO should have. four key features, these are as follows •. (I) They are fonned 

voluntarily, (2) arc independent, (3) not for profit, and (4) not self-serving. 

The activities undertaken by these ~NGOs fulfill a social need. They generally 

supplement government efTorts. It does not go against the goverrunent but should not 

be affiliated to any political party. They oflcn act as catalysts in large government 



sponsored programme. The movtng force behind the NGOs is a commitment to 

remove disparities, advocate and introduce new ideas in social development. These 

values, ideologies and objectives are generally sustained and strengthened by a 

committed core group in the organization, which acts as the role model for the other 

members. 41 

An NGO nee<.ls 'to register un<.ler the laws of the lan<.l (in ln<.lia un<.lerthe Registration 

of Societies Act/ Trust Act I Company's Act) to get a legal identity. This is the 

minimum requirement to open a bank account or apply for grants. A 'memorandum of 

the association' (or the Constitution of the organization, its governing principles) and 

other documents are required. 
' 

It is after some forty years of independence, in the seventh plan document, the 

govemment of India attempted to lay down the criteria to identify non-profit, non-

. partisan YOs (in this case NGOs), so as to enlist their help in rural development 

programme. They are: (l) The YO (this case NGO) shoul<.l be a legal entity. (2) It 

should be based in a rural area and be working there for a minimum of three years. (3) 

It should have broad based objectives serving the socio-economic needs of the 

community as a whole, mainly its weaker sections. It must not work for profit ~mt on a 

no profit and no loss basis. (4) Its activities should be open to all citizens of India 

irrespective of religion, caste, creed, sex or race. (5) It should have the necessary 

flexibility, professional competence and organizational skills to implement 

programmes. (6) Its office. bearers should not be elected members of any political 

party. (7) It ~hould declare that it would adopt constitutional and non-violent means 

for rural development purposes. (8)It should be committed to secular and democratic 

concepts and method of functioning. 42 

NGOs can be differentiated on the basis of following features. (I) By source of 

inspiration: Since the NGOs represent some fom1 of social commitment, their 

founders an; inspired by vari(>Us ideologies. For some, the inspiration comes from 
I 

religious and spiritual' roots, while for others, philosophers and historical leaders are 

the major influences. This includes Gandhian thought of voluntarism advocated hy 

Mahatma Gandhi, Yinoba l3havc, Jay Prakash, A.V. Thakkar (known as Thakkar 

l3apa); the Marxist ideology; religious leaders who belong to di'riCr~nt f~tiths/ religion 

like Hinduism, Christianity, Islam, Buddhism, Sikhism or all religions. There are also 

young professionals and others interested in social work of their own accord. (2) By 

area of operation: NGOs can be classified as per geographical area of operation-
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working in urban, rural, or both; by ditlicult area, needy areas covered, like deserts, 

hills, areas prone to flood ami drought and politically, economically and socially 

backward areas. (3) By their target group: It can be further classified according to 

their proximity to the target segment or the grassroots; by the size of beneficiaries/ 

target population; and by their focus group l'or exan1pk\ woulan, empower111ent, 

Capacity Uuilding, income generation, awareness, literacy, infants, youths etc. ( 4) /Jy 

thefimctiunal areas. (5) Type uJNGOs by number ofprojectslprogrammes. 43 

Likewise Stephen has also classified NGOs on the basis of their activities, scale of 

operation, source of origin, use of professional input in the organization, scale size. 

number of staff employed and volume of funds. 44 

Sethi has classified NGOs into three dimensions in order to determine the nature of 

NGOs. They are as follows- (I) Orientation towards development. which the author 

again has classilied into three categories. (a) Those that engage iu welfare m:tivitics of 

charity or provide aid/funds for relief and welfare. (b) Those that are involved in 

facilitating and initiating a process of self -help amongst the grassroots communities. 

(c) Those who work towards mass action or specific social action and political 

empowerment. (2) Level of operation of NGOs that is at the grassroots intermediary 

or support organization level. (3) Stage of evolution. An NGO could be either at the 

stage of initiation, adolescence or maturity. 45 

Apart from nature of inspiration and size,1 another way of classifying the NGOs is 

according to the very rationale for initiating- voluntary action. for exan1ple, need of the 

target people, experimentation with new ideas of improving target people's condition 

etc. 46 

In the light of above classification, it would be worthwhile to understand the 

categorization ofNGOs by the World BaTik. 

Categories ~f NGOs: The term NGO is very broad and encompasses many different 

types of organizations. ·In the field of deve.lopmcnt, NGOs range from large, 

Northem~based charities such as CARE, Oxfam and World Vision to community­

based sclf.·help groups in th~: South. They also indud~: research institutes, churches, 
. . 

professional associations and lobby groups. The World Bank tends to interact with 

two main categories of NGOs: i) operational NGOs - whose primary purpose is the 

design and implementation of development-related projects, and: ii) advocacy NGOs­

whose primary purpose is to defend or promote a specific cause and who seek to 

influence the policies and practices of the Bank. It should he noted. however, that 
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these two categories are not mutually exclusive. A growing number of"NGOs engage 

in both operational and advocacy activities, and some advocacy groups, while not 

directly involved in designing and implementing projects, f(>cus on specific project­

related concerns. 

As the operational NGOs arc related more to the area of this study. an insight into 

these organizations would be helpful. The World Bank hus dussi lied opcrutionul 

NGOs into three main groups: (1) community-based organizations (CBOs)- which 

serve a specific population in a narrow geographic area; (2) national organizations -

which operate in individual developing countries, and; (3) international organizations 

- which are typically headquartered in developed countries and carry out operations in 

more than one developing country. 

According to World Bank individual operational NGOs vary enom10usly according to 

their purpose, philosophy, sectoral expertise and scope or activities. 1\ number or 
different NGO typologies exist. For example, NGOs have been classified according to 

whether they are more relief or development-oriented; whether they arc religious or 

secular;. whether they stress service delivery or participation and whether they are 

more public or private-oriented. 47 

The conceptual coverage under NGOs has considerably enlarged to embrace all VOs. 

socic~ies, trusts, cooperatives, Panchayats and 7.ila Parishads. For the purpose of,this 

study the term NGO is used for those organizations, which arc other than government, 

are non-profit oriented and working towards developmental action on voluntary basis. 

The primary task of these organizations is not to generate financial resources for 

themselves but to serve its target segment. In ahser\cc of self-generating resources 

NGOS need to be financed by outside agencies. Kumar and Stephen have classilied 

NGOs according to the source of inspiration, their target group, area of operation, 

functional activities and operations. Kumar luis further added the rationale for 

initiating voluntary actio~1 anJ size of the organization as means li.>r classi lication: 

Sethi has classified NGOs into three dimensions according to orientation towards 

development, level of operation and stage of evolution. 

Other concepts 

Several theories put forward by di ffcrcnt people fur understanding and managing the 

different variables of change has greatly helped to form a strong thcorcticul 

background of the subject and devise appropriate interventions like OD tools lor 
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managmg change better. This has also helped in the evolution of 'Change 

Management' as an area of vital importance that has been successfully applied in the 

profit making organizations and experimented in .the non-profit making organizations. 

"Kurt Lewin and friends model of Planned Change": Lewin introduced two ideas 

about change. The first id~a states that what is occurring at any point of time is a 

resultant in a field of opposing f(m:es. This is the equilibrium point. The second idea 

says about change as a three stage process unfreezing the old behaviour or situation, 

and moving to a new level of behaviour and refreezing the behaviour at the new !'eve!. 

Edger Schein improved this idea by specifying the psychological mechanism involved 

in each stage. Another modification to Lewin's model was proposed by Lippitt and 

others. They expanded the three stage model into a seven. stage model which is as 

follows. 

Phase 1: Developing a need for change. This corresponds to Lewin's unfreezing 

phase. 

Phase 2: Establishing a change relationship 

Phase 3: Clarifying or diagnosing the client system's problem. 

Phase4: Examining alternative routes and goals; establishing goals and intentions of 
I 

action. 

Phase5: Transforming intentions into actual change efforts. Phases 3,4and 5 

correspond to Lewin's moving phase 

Phase 6: Terminating the client consultant relationship. 48 

"Beyond the Quick Fix' Model by Ralph Kilman'' : It specifics the critical leverage 

points for org.anizational change. These arc referred to as tracks. The live .tracks arc, 

(1) the culture track, (2) the management skill track, (3) the team building track (4) 
I 

the strategy structure track and (5) the reward system track. This model has five 

sequential stages: (I) initiating the program (2) diagnosing the problems (3) 

scheduling the 'tracks' (4) Implementing the 'tracks, and (5) evaluating the results. 4lJ 

"Burke Litwin model of Organizatioal Change" : According to this model, OD. 

interventions directed toward mission, strategy, leadership and organization culture is 

h . d. d c . . I h so t e secon or er or transiornwtiona c angc. 

"Systems Theory": This theory view organizations as open sysh:m in active cxch~1nge 

with their environment. The system is characterized hy an input- throughput- output 

mechanism. Open system has purposes or goals which must align with those of the 

environment. While taking a system approach one hegins hy identifying the individual 
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parts and then seeks to understand the nature of collective interaction. System denotes 

interdependency, interconnectedness.and interrelatedness among clements i~1 a set that 

constitutes an identifiable whole. Similar to this is the conc-ept of Open System 

Planning. 51 

"Open System Planning" : Developed in the late 60s by a small team of consultants 

lc<,l by James Clark and others, addresses the interface between organization and the 

environment OSP entails: ( 1) Scanning the environment to determine the expectations 

of internal- organi:~.ation and stakeholders. (2) Developing scenarios of possihlc 

futures, both realistic and ideal. (3) Developing action plans to ensure that a desirable 

future occurs. 52 

"Parallel Learning Structures": Dale Zand introduced this concept in 1974 under the 

label collateral organizations and defined it as a supplemental organization coexisting 

with the usual· formal organization to deal with ill structural problems the J(mual 

.organization is unable to resolve. 53 

"Normative Reeducative Strategy of Change" : According to Chin and Ucnnc, many 

human behavior are rooted in socio-cultural norn1s, values and belief. It is based on 

· assumptions that norms form the basis for behaviour and chan!?e comes through 

reeducation in which old norms are discarded arid replaced by new ones. 54 

"Action Research": It is a model for planned change. It is described as a process of 
- ) 

systematically collecting research data about an ongoing system relative to some 

objective, goal, or need of that system; feeding these date back into the system (client 

group); taking actions by altering selected variable within the s~stem based both on 

the data and on hypothesis anp evaluating the results of actions by collecting more 

data. 55 

"Process Consultation": It is a method for intervening in an ongoing system. The crux 

of this approach ·is that a skilled third party (consultant) works with individuals and 

·group~ to help them learn about the human and social processes in the organization 

and learn to solve. problems that arise from the process events. 56 

' ' 

"Gestalt Approach to Team Building": IIerman applies Gestalt orientation to 
, 

organization development by focusing on the individuals where they are helped to 

recognize,. develop and experience their own potency and ability to cope with the 

various &manus posed by the ~nvironment. Here the individuals realize the positive 

and negative sides or the strengths and the weakness; and accordingly try to utilize or 

. improve them. 57 
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"Role Analysis Technique": It is an intervention designed to clarify role expectation 

and obligations of team members to improve team effectiveness. In this approach, in a 

structured series of steps, rolf incumbents,' in conjunction with team memhers, define 

and delineate role requirement. The role being defined is called the focal role. 58 

'~Visioning": It is the term used for an intervention in which group members in one or 

more organizational groups devdop and /or describe their vision of what they want 

the organization to be like .in the future. When the ·vision in accepted and shared by 

everyone in the organii.ation it is called as '$bared vision'. 5'J 

"Force -Field Analysis": It is a technique for understanding a problem situation and 

planning corrective actions. It rest on the assumptions that the present state of things 

(the current condition) is in equilibrium representing a resultant in a field of opposing 
I 

forces i.e., the desired state can be achieved by dislodging the current equilibrium, 

moving it to the desired state and stabilizing the equilibrium at that point. To move 

the equilibrium level from current to the desired condition, the field of forces must he 

altered by adding driving lurces and by ren~oving the restraining lurces. "0 

"Search Conferences and Future Search Conferences": These are constituted of three 

phases. Phase one is the environmental appreciation, where one tries to sec the 

changes in the world around us, an4 the desirable and probable feature. Phase two is 

the system analysis, where one attempts to examine the history of the system, the 

analysis of the present system and the desirable future for the system. Phase three is 

the integration of system and environment, where one takes into account of dealing 

with constraints, devising.the s~rategies and action plans. 61 

Bcckhard's Confrontation Meeting : In this approach, in a series of activities, the 

management group generates information about its majQr problems, analyze the 

underlying causes, develop action plans to correct the problems, and s~t a schedule for 

completing remedial work. 62 

"Survey Feedback" : It is a widely used intervention fur organization development 

which rests' on the process of systematically collecting data about the system and. 

i~eding back the data for i':ldividuals and groups at all levels of the organization to 

analyze, interpret meanings and design corrective action steps. 63 

"Grid Organization Development": Developed by Blake ani.l Mouton, it is a six-phase 

program lasting about three to five years. During this period the organization cw1 

move systematically from the stage ·of examining managerial behaviour and style to 

'the devdopment and implementation of an' ideal strategic corporate model '. It starts 
. I , 
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with developing individual manager's skills, then to perfecting teamwork m the 

organization, then shifts to developing intergroup relations, and later developing and 

implementing an 'ideal strategic corporate model' for the organization. It also takes 

care of critiquing, measuring and evaluating ti1e re~ults .. 04 

"Trans-organizational Development": It is a ir'nportant form of organizational change 

process. Jt involves ·the trans-organizational systems, which is comprised of business 

alliances and network alliances fom1cd for such purposes as coordinating services to 

the public, conducting joint research and development, exchanging technology, or 

gaining acc~ss to worldwide market. 65 

"Total Quality Management": It is a continuous quality improvement, which is a 

combination of a number of organization improvement techniques and approaches 

including the use of quality circles, statistical q~ality control, statistical process 

control, self -managed teams and task forces, and extensive usc of" employee 

participation. The features of TQM arc as follows: primary emphasis on customers; 

daily operational usc of the concept of internal custoi11ers; measuring and analyzing 

deviations in manufactured products· and the manufacturing process; competitive 

bench marketing; continuous search for sources 'of defects with a goal of eliminating 

them entirely; participative management; an emphasis on teams and teamwork,'major 

emphasis on continuous tr~ini-ng; to·p management's support on an ongoing basis. 66 

"Reengineering":, According to Hammer ~nd Champy reengineering 'is the 

fundamental rethinking and 'radical redesign of business process to. achieve dramatic 

improvements in critical, contemporary measures of perforn1ance, such as cost, 

quality, service, arid speed. It focuses on visualizing and streamlining any or all 

business process in the organiza~ion, which they define as a "collection of activities 

that takes one. or more kinds of input and creates an output that is of value to the 

customer·. 67 

"Me Kins~y's 7.S'~ Approach: This approach identifies the seven key aspects in an 

organization, the 7 - These are as follows: Strategy: Systematic action and allocation 

of resources to achieve company aims; Structure: Organization structure and 

authority/ responsibility relationships; Systems: Procedures. and processes such as 

information systems, manufacturing· process, budgeting and control processes; Style: 

. The way managcmei11' hehaves and collectively spends its tin\c to nchievc 

organizational goals; Sll~/I The people in the enterprise anJ their socialization into 
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the organization culture; Shared values : The value system shared hy the members of 

an organization; Skill~: Distinctive capabilities of an enterprise. 611 

/\11 the ;,1hove theories have helped the researcher to understand the concept of 

organi~ational change and development better. Further they have provided an insight 

into the factors influencing change and also the techniques, approaches and 

·interventions that can be used in managing change. Kurt Lewin and friends model of 
' 

planned change has given valuable cm1cept of leading and maint_aining change .. 

Beyond the quick fix model has helped to understand the key _leverage points for 

organizational change. Systen~ theory and Open System planning have helped to view 

the organization as an. open system having· a continuous excl~ange with its 

environment. Beckhard's Confrontation Meeting, Action Research and Survey 

Feedback are important interventions to collect data about the organiZ:_ation through 
. ' . 

peoples' participation in data collection, action planning and implementation. Fore<.: 

Field an'alysis and Me Kinsey's 7 S approach help to keep a balance among the 

different forces and components in w1 organization. Process Consultation, Uestalt 
. . 

approach and Role Analysis are some of the important team building interventions. 

Visioning, Search Conferences, Grid Organization Development and Total Quality 

Managemei1t help in visualizing a desired future state for the organization and 

adopting action plans to attain it. 

The following are some of the concepts which have a great hearing in bringing change 

rclated·to the people. 

Personality: Personality of an individual afTects human behaviour. It is sum total of an 

individual's psychophysical systems that determine his/her behaviour iq a given 

environment or situ·ation. Personality includes both internal mid external aspects pf a 

person. Personality n1ay be understood as the characteristic patterns of behaviour amd 

· modes of thinking that determines a person's adjustment to the environment. The 

external aspects relate to one's height, weig_ht, facial features. co'lour, physical aspects 

and other traits. One's attitudes, values, .learning etc. arc examples of internal aspects 

I. I' 6<J o p~.:rsona tty . 

Perception: Perception is the process by which individuals organize and interpret their 

sensory impressions_ in order to give meaning to their environment. Perception is also 

defined as a pro~ess; which involves seeing, receiving. selecting, ·organizing, 

interpreting and giving meaning· to the environment.· The functioning of the whole 



process is influenced by the, individual who is perceiving, the objects or events that 

arc being perceived and the environment in which perception occurs. 70 

Attitude: According to Munn, attitudes arc learned r.rcdispositions lowurds uspects of 

our· environment. They niay be positively or negatively directed towards certain 
l 

people, service or institutions. Attitudes are related to the feelings and beliefs of 

people. They respond to persons, objects or events. :rhey aflcct behaviour positively 

or negatively. They undergo changes .71 

Value: value is. a concept of desirabk, un internalized criterion or standard of 

evaluation of a person possesses. These determine or guide an individuul's 

evaluations of many obj~cts encountered in everyday life.72 

Learning: learning implies a relative change in behaviour, which occurs as a result of 

experience. Learning is the process of having one's behaviour modified more or less 

permanently, by what one does and the consequences of ones action or what on~ 

observes. 73 

Motivation: Motivation is the willingness to exert high levels of clhHt towards 

organizational goals conditioned by the ciTort's ability to satisfy some individual 

need.!4 
· 

Group dynamics: The characteristics of the group/grpup behaviour are retern!d to as 

group dynamics. It comprise of conflict, job frustration, job stress, communication, 

leadership, power and politics, decision-making etc. 75 

' ' 

Coriflict: It is tl1e struggle between the incompatible or opposing needs, wishes, ideas, 
' ' I 

interests, or ·people. Conflict arises when individuals o~ groups encounter goals that 

both parties cannot obtain satist"actorily. 76 Conl1ict can also be a disagreement, the 

presence of tension, or some. other dclicicncy within or between two or more parties. 

Cont1ict can be public o~ private, formal or infonnal. It can be approached rationally 

. or irrationally. 77 

Communication: It is the sum of all things one person does when he wants to create 

undcrstandi_ng in the mind of another. It is a bridge o'f meaning. It involyes a 

systematic and continuous process of telling, listening and understanding. 711 

Power: It is the ability to influence others. Influence is the process ~f affecting the 

thoughts, behaviour, and feelings of another person. Attached to power is authority. 

which is the legitimate right tll inllucncc others. 
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. ' . \ . 

Politics: Organizational politics refers to those ilctivities that arc not required as part 

of one's formal role in the organization, but that inf1ucncc, or attempt to influence the 

distribution of advantages or disadvantages within the organization. 79 

Organizational Dynamics: It includes several characteristics of the organization. 

Some of them are, the nature of _organi~ation, the organizational goals, the 

organizational structure, culture, the ·quality of working liJC, organizational change 

and developmental efforts etc. Organizational structure indicates the organizational 

. hierarchy and authority structure and shows its reporting relationships. Hence, it 

in1plies the way in which the jobholder's. duties or roles, position or lines of authority 

in the system are config~red so as to attain the goals ctlectivcly. 110 

Personality, perception. attitude. v_ahrc, learning. !llotivation arc some of the 

manifestations of individual dynamics. !individuals form a group. Thus the individual 

dynamics have an impact on group dynarl1ic·s. Conllict,-. job frustwtion. job stress. 

communication, leadership, power and politics. decision-making arc some of thc 

' important characteristics of group dynamics. Individual dynamics, group dynamics 

and organizational dynamics are some of the important variables that need to be 

focused while contemplating organizationa!change. 

In this chapter various concept_s related to Organizational Change, Organizational 

Development (OD), NGOs, OD in NGOs, theories pertaining to approaches in 

managing change, concepts related t~ human behaviour, ·individual. group and 

organizational dynamics have been discussed. OD is one of the most important tools 

for bringing change in the behavioural aspect of the organization. Today the. NGOs 

have evolved as strong entities. Though they do not have a pro lit motive hut they have 

a vital role to pia~. Hence, it is very essential lor them to ~:xed. Uut in many cases 

they are not professionalized and do not have 'the required knowledge· and managerial 

competence to ideiVify or manage change. llcre emerges the need for Change 

Management/GO in NGOs. The different theories related to approaches in managing 

change and . the concepts related to human hchaviour, individual, group and 

organizational dynamics will help to lead change in the organizations. All these will 

help in further reading of this thesis and understanding management of organizational 

~hange of those NGOs where this research study was carried m.tl. 
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Chapter-- 2 

REVIE · Of liTE TURE 
AND RESEARCH DESIGN 



In order to understand the depth and width of the research problem. several research 

studies and real case studies carried out by researchers and organizations at 

int~.:rnational, national and rcgio11al kvcls were. n:f'crn:d and a brid' insight from such 

studies are presented in this chapter. 

Review of Lite·rature at National Level 

Ramesh 1 observed that the key factors that changed organizationalmindscts were the 

critical contingencies experienced by the organization for long time. He depicted an 

interesting model which showed the locking in of a mindset hy diflcrcnt aspc<.:ts of 

culture which comprises of the rituals· or the routine activities, stories, symbols, power 

structures, organizational structure and control systems. Unfn:t.:i'.ing of mindsds will 

occur when the organization becomes aware of its mindscts, and p~.:rceivcs the 

consequences of continuing with its mindsct in light of thc organization's 

environment. He also mentioned that the organization is a system and any change that 

is brought about is likely to atTect everyone. though some would be affected more 

than others. Careful groundwork is therefore needed both to comprehend the change 

agent and to identify the key decision-makers. It is important to gcner•:tc broad · 

directions of change, and endeavour to get the rest of the organization and other 

stakeholders to unfreeze their mindsets before soliciting co-operation towards 

bringing change. Having unfrozen the organization. the new mindsct has to he 

vigorously/ communicated to the organi:r..ation. It is important to develop 'learner' 
J ·' . ~ 

mindsets in the organization. This could identify aspects of the environment relevant 

to it, track the trends in these aspects of the environment; review the implications of 
. . 

these trends for the long run performance of the organization; work out how the 

organization should be configured for the future and generate movement towards this 

l:onfiguration. This nccJs to he done periodically or whenever any signilicant event 

occurs. 

Different authors have p~ovided insights into management of change. Sharma2 

discussed some concepts that might help one to plan organizational change like, the 

member participation variation. and consultant planning variation. Member 

participation variation refers to the role of mernhcr participants as the change agents 

to achieve th~.: goals of organizational change. Similar to this the author has nH.:ntioned 

consultant-pl,anning variation as the role a professional Organization Development 

(0!)) consultant h.as to assume from the difTcn:nt dcgn:~.:s of variations. Further tl1c 
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author has emphasized on three ·models of planning. The lirst model is the 'Open 

System Planning' which emphasizes on internal and external. environment of the 

organization in planning a change. The second is the 'model of .Programme Planning 

(PPM)', which is useful for problem identification and development of programme to 

solve them, and lastly the 'Rational -Comprehensive Model' of Modern Planning 

(RCM) which is based on systematic changes and the realization' of a decentralized 

organization. 

Ramnarayan3 in his empirical study carried out in eighty-two Indian organizations 

rewaled the following findings on how they cope with change. The organizations 

were confronted with a ~apidly changing environment. The study revealed a good · 

rating on senior management who were committed to work, and initiated ·and 

supported change; availability of skilled people with clear roles and opportunities for 

growth; and on the administrative system. Average rating was obtained l(>r kamwork, 

experimentation to new ideas, line-staff. collahoration. cross-departmental 

communication and environmental scanning. Below average rating was obtained for. 

institutionalizing innovations, overcoming functional myopia, wide participation m 

platming process, scatming of best practices elsewhere and adopting them to 

organization's own needs and requirements. 

Ramnaryan, S and Nilakant, S4 have cited the example of joint venture of Timex 

group of companies and Titat1 industries, which resulted into formation of 'Timex 

watches limited in the years 1992 · to take advantage of changes in the external 

environment. The 1ncw organization could systematically manage the critical l~1ctors 

viz. tcclmology, marketing, quality and costs. It also established appropriate structures 

and systems to manage these critical components. It invested on training and 

development and was driven by clear values. These led to extra ordinary perfom1at1ce 

of the {)rganization within a short time. 

The CEO of Amtrex initiated the project on BPR (Business Process Reengineering). 

A reengineering committee consisting of heads of departments was set up. The 

steering committee identified SIX chains namely, international service chain, 

slu~rcholdcr servics chain and l!R serv1ce chain. /\tier an in depth analysis the 

company was restructured. The company invested in an organization wide 

inf<.mnation system. The company was successful in its change management ct'lurt. 

OD has been mentioned as an important strategy for leading and managing change in 

organizations. Different fonns of 00 are included in the follo\·ving illustrations. 
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Padaki5 examined the impact of liberalization on NGOs in tenns of creating demand 

for organizational development related programmes. The author has stressed on the 

importance of environment in shaping the behaviour of the organization. He explained 

it through S ~ P ~.A model. Where 'S' stands for structures in the organization, 'P' 

signify processes such as communication, leadership, motivation etc. 'A' is the 
\ 

attitudes; that is the predisposition to behaviours. 'S' inf1uences 'P', which in tum 

influences 'S'. 

Kumar and Ramnarayan6 discussed 'Process Consultation Approach' to change with a 

·few illustrations. The authors have cited the example of a mcdium sizcd company 

which was having huge losses and was at the verge of sickness. An 00 practitioner 
' 

was initiated in as a fire fighting measure. As a part of preliminary data collection, the 

consultant examined the minutes of management committee meetings and then he 

attended .one of these meetings. lie found that the attention of the rnemhers was 

largely focused on issues of internal efficiency rather than market related is~ues. With 

the consultan(s help, the management team enlarged the scope of the problem to 

include market related issues. It revealed that the members were quite unaware of 

market developments. The management tean1 was urged in addressing these problems. 

Within a few months the performance of the company showed marked signs of 

improvement. The authors added that Process Consultation is a technique for 

observation and intervention in gr~up processes with the objective of enhancing the 

effectiveness of its outcomes. 

In a study of five organizations, Dayal 7 found that in tlm:c.: of them the.: Chicf 

Executives personally initiated 00/HRD interventions. In the other two, the directors 

in charge of personal department initiated the proposal but the Chief Executives who 

were constantly involved in the fomllllation and implementation of the initiatives 

discussed the need. In all the five organizations, the operating managcrs were heavily 

involved· in the exercise and thus the approach was internalized. Life Insurance 

Corporation chose four areas that they felt could significantly influence the pattern of 

intcrm:tions among a!) levels of people in the organization. These were supervision, 

decision making, problem solving ru~d counseling. Parikhx after carrying out a study in 

a few Indian organizations suggested some 00. interventions, which could be useful. 

According to her the role of leadership is to provide direction and to create challenges 

and opportunities for the growth of people. The leader should <;rystallize a vision and 
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mission statement, and translate it into policy and strategies for implementation. He or 

she should initiate transformation from a family owned m1d driven organization to a 

professionally driven one. The owner-manager should develop a personal sensing of 

how peop~e feel being in the organization and their concerns. Forums for participation 

at different levels of management need to be designed. The different 00 interventions 

that are suggested for Indian organizations are, institution-building workshop, 

corporate team building workshop, organizational learning and renewal workshop. A 

follow up study is suggested after a year at the organizational level, management level 

and task level. 

Ramnarayan and Nilakant9 threw some light on diagnosing organizational issues 

through training workshops, conducted by them in difTercnt organizations in India. 

Some ofthem were more specialized in nature, focusing and diagnosing some specific 

aspects of the functioning of the enterprise, while some others involved the wl1ole 

management group in data gathering effort. The participants and the facilitators 

worked together actively in the collection, analysis and interpretation of the data. 

thereby utilizing case discussions for organization diagnosis. In some other situations 

the authors at first discussed specific concepts in a training workshop setting and then 

participants were. asked to work in sub-groups and utilize the conceptual fran1ework 

like that of example Me. Kinsey for diagnosing the organization. In training 

workshops held at a multi-divisional organization. the sub-groups were asked to plot 

organization control graphs, where the horizontal axis represented the hierarchical 

levels of an orgm1ization from top to bottom and the vertical axis represented the 

amount of control exercised by each level in the organization. The graph represented 

the perception of the organi4ational members at a particular level regan.Jing the 

amount of control exercised at various levels. In another situation the participants 

were encouraged to diagnose some critical problems in the organization in sub-groups 

and work out action plans on the basis of their diagnosis. It was found that when the 

trainer provided ckar guidelines for identification of prohkms. methods l(lr diagnosis 

and a broad structure for working out action plan. the plan.s were dl~ctivc. 

Rao 10 mentioned Survey Feedback as an important 00 intervrntion. lie added that it 

can be used as an instrument for periodically: sensing the climate of an organization, 

lor bringing organizational improvements, l(>r strategic shilis in structt;rc, styles aml 

personnel policies of the organiza.tion. tor team building lor cultural change, lor 

devdoping motivational climate etc. It was practiced in various organizations. 
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' Crompton used to carry out bi-annual survey research to diagnose the organizational 

culture and climate. National Dairy Development Board (NDDB) conducts climate 

survey as a part of their action research. The survey feedb:.H.:k was intended to b~.: us~.:d 

by the organization for preparing itself for future. The illustrative items from the 

questionnaire were whether the person is clear about the task that is expected to be 

performed; whether the environment of the organization is conducive to acquire job 

related knowledge and skills; whether the employees receive regular feedback about 

their performance; whether their task is appreciated; and how they learn about 
j 

organizational decision. The survey results were presented in a one-day workshop 

conducted for the top management, who in tum utilize it to identify areas of strengths 

and improv~ment and, subsequently designing m.:tion plans. In EIIJ Parry, the CEO 

felt that there was a need to change the style of leadership and supervision in order to 

build the company for future. Hence a questionnaire was involved internally through a 

series of discussions with the external consultant. This was administered randomly to 

the employees across various levels. The analysis was done division, cah:gory tmd 

length of service-wise. Subsequently an in-depth interview was carried out to further 

investigate the weak areas. The survey feedback was taken down the line by the CEO 

himself for removing the wrong perceptions. 
I 

Kumar and Ramnarayan 1 ~cited an illustration of an action research project out in an 

organization that was facing a s~.:rious prohlt:m of conllict hdwecn the materials 

department and the user departments. The top management sought· the help of 

consultants to work out the problem. The consultants fom1ed a task force comprising 

equal representation from stores, purchase and user departments to undertake data 

collection and carry out analysis for presentation to a larger group. The task force 

worked in collaboration with the consultants. Next the task force mrmhcrs nnd the 

consultants had a two day nH::ding to n:view the data. The task force made a 

presentation to the top management team to decide on the next course of action. The 

meeting recommended involving three more senior managers, one each from 

information system, I IRD and linancc. as the preliminary data suggested that some 

interve.ntions in the form of computerization, restructuring anJ decentralization might 

be required. The expanded task force was then asked to evolve viable altcmatiws, 

examine the consequences, and propos.e concrete action steps. It was given a time 

frame. of two months to come up with the recommendations. It drew up a plan· of 

action and presented it to the top management, who accepted the proposals and asked 
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th~.: conc~.:rn lkpartm~.:nt to work out detailed plans of action for impkmcnlation. 

Changes were initiated about seven months atlcr the consultant group was invited into 

the plant. Review of actions was undertaken after six months of implementation. 

Though the formation of multiple task forces had hClped increase the feelings of 

involvement among the lower level employees, but a considerable resistance to 

change emerged. Thus the task force decided taking a fresh look into the nature of the 

problem and plan follow up activities. 

Rao 12 mentioned HRD audit as an a comprehensive evaluation of the current HRD 

strategies, structure, systems, styles and skills in the context of the short term and long 

term business plans of a company. It aimed to find out the future HRD needs through 

an assessment of current HRD activities and inputs. The author has mentioned that 

HRD audit failures arc mostly due to failure in implementation, inappropriate usc of' 

the results and wrong attitude of the top management. 

Athreya13 threw some light on 00 and strategic management. He suggested that· an 

efficient HRD framework should consist of participation, IIRD skills, th~.: philosophy. 

HRD system, HRD climate. The system design levers create need for training, 

appraisal, career and succession planning and manpower planning. 

Various authors' observations and findings regarding application of OD in NGOs are 

presented below: 

Yishwanath 14 studied the relevance and application of Organitiltional Development 

processes to NGOs. OD has to deal with its organization as a whole in terms of its 

interventions. Any intervention as a part of a system afli.:cts other parts of the system 
I 

and this must be recognized. OD has to be considered and positioned as a strategic 

intervention. He emphasized the need and importance of environmental scanning as a . 
tool for managing change. In order to become successful non-profits need to define 

clearly what changes outside th~.: organization constituk r~.:sults. ami to 1\lcus llll them. 

The role of leadership in this contL~Xt is very crucial. 

Sharma and Reddy 15 ·opit:led that unlike organizations 111 the formal sector, NGOs 

have uniqueness in their structure, mission and functions. Hence, prime concerns in 

any OD in NGOs process fall into three categories, namely, Human Resource 

Development. crisis managenH.:nt and need l(lr change management. llwnan n.:sotrrct: 

management addresses th~.: need lor capacity building, skill enhanccm~.:nt, manag~.:rial 

effectiveness and concrete output; crisis management varies from· political 

interference and large staiT turnover to a sudden funds crunch; and the need for 
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change management includes certain drastic changes in the external environment. 

Many organizations arc able to go through a process of change with the help of 00 

process that analyses their strategies and weaknesses as wdl as the external 

opportunities and threats experienced by them. An important factor that enables an 

organizational change process is regular and critical examination of its activities, 

including a performance approach of its staff and time bound evaluation. 

Sethi 16 examined OD process in NC10s and highlighted sonH.: relevant OD 

interventions. The first one is the Planning Monitoring Evaluation (PME), which can 

be integrated in the organization for facilitating learning, managing and pcrlonning 

functions. An ongoing PME process becomes a significant clement when it is 

participatory, flexible and gets the pulse of the processes within the organization, 

takes note of the feedback and explores the possibility of updating the organi/.ational 

mechanism to remain effective in a changing environment. The second intervention is 

restructuring and refocusing on the approach of an NUO. I krc the need is to examine 

the internal mechanisms that it tias developed. and ascl'rtain whether they arc 

adequate to keep pace with the challenges of the environment. Here techniques like 

SWOT analysis, team building, role clarification and reworking of responsibilities can 

help. The third intervention, which the author has described, is the action- based 

research. This can be very helpful in the institution building process of the NGOs in 

areas of policy recommendations, strategic planning, and designing appropriate 

organizational interventions. While comprehending the OD implications lor NGOs, it 

need to be remembered that NGOs cannot be seen as an entity in isolation, but in 

conjunction with tht: grassroots tlt:vdopmcnl proct:sscs on one hand and the funding I 

support dynamics an the other. 

Some cases on application ofOD in various.NGOs are discussed below: 

Reddy 17 examined the 00 process carried out in Rural lkvelopmcnt Trus·t (RDT) in 

Ananatapur, Andhra Pradesh. The OD process was initially conlincd to the core team 

of the organization compr!sing the first and second level leadership group. The result 

of this effort was encouraging as at the end of the \'leek, each member began to th_ink 

about his or her work in organizational terms. Relationships bdwecn memhcrs 

strengthened enabling the emergence of a more cohesive group. A feeling of 

collective rcsponsibiiity li.lr the organization devclopl:tl: The o1hcr significant 

, outcomes were change in objcdive, the change brought about in the organization 

structure, visioning and thinking about the future leadership of RDT and ultimately 
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choosing the future leader. Teamwork in ROT was reinforced during the OD 

intervention and ~vcr since then, it became the nonn in all sectors and areas. Timely 

feedback was considered as an essential tool 'for learning and change. The OD 

programme was conducted in stages. In the initial stage the external facilitators took 

the entire responsibility for facilitating feedback, self-reflection, objective analysis, 

ability to handle interpersonal relationships and attitude related to problems. 

Gradually as the teams' competence grew, the consult_ants encouraged the 

organizational members. to facilitate themselves as much as possible. Finally towards 

the end, the team felt confident enough to facilitate themselves. 

Suranjan et. al. 18 presented a case study of Rural Development Consortium and the 

OD intervention carried out there._ RDC was confronted with organi:t.ational crisis. 

The first phase involved the Director and the core team of RIJC. The li.Jcus was 011 

perspective building. Tools like organization life Road. Environment . scan etc. 

provided insight into the organization and the kind of changes it needed to undergo. 

The second phase was conducted aHer an interval of live months. The f01.:us was on 

team functioning, group· dynamics and leadership. The third phase was initiated after 

an interval of six . months, which focused on programme Review and Skill 

Development. The fourth phase was conducted after a gap of one year. It focused on 

reviewing the work accomplished over the last two years and building perspective for 

the next three years. The overall outcome of OD in RDC was encouraging. The 

organization was stabilized and could succes~fully overcome its ·crisis situation. It 

adopted a new role for itself. Its systems and structures were recngineered. Both 

individual and group dynllinics improved. Its relationship with the target group 

improved. 

Chandrasekhar, 19 described a case study of OD process in an NUO named Flower (a . 

fictitious name given by the authors). The organization was facing a crisis due to 

some misdeeds conducted by a former Chief Executive of the organization. the main 

objective of the OD programme was to strengthen the organization and its people. The 

methodology adopted was participatory in nature and exploratory in content. A six­

dayprogramme was chalked out. Day one comprised of brainstorming and problem 

census. The consultants began by introducing the programme, stating its major 

ohjectiv~.:s and the roles that the organi:t.ation's Jllt.:lllbcrs ami thcy themsclves were 

expected to play. Effort was given on opening up. Day two was used in imaging the 
• I 

organization~ which was conducted in two groups. This exercise was f{lllowed by an 
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unstructured discussion on the issues raised by each member, on values, and on. 

individual and organizational identity. On the lhirJ day an exer.cise on 'Organizational 

Life Road' was carried out. This was followed by Programme analysis, Planning 

Monitoring, Evaluation (PME) and transactional analysis. The jimrlh day included 

facilitation by th'c NGO leader. Several issues related to the NGO's wor.k dynru11ics 

an~ its internal systems were taken up for discussion. On the j!fih day discussions on 

issues like transparency, role clarity, recruitment, multiple membership, political 

affiliation, gender relations etc. were discussed. The sixlh day, which was the last day, 

was reserved for consolidation and evaluation of the OD programme. Based on the 

learning, the members prepared an action plan for the future. They decitletl to have 

regular meetings to reflect on their activities and experiences. The whole exercise 

resultetl in better working relations among the rm:mhcrs. It bridged the gap hctween 

the leader and members. It brought forth attitudinal change. Vision ami mission or the 

organization were clearly defined. The members gave thought to long term planning. 

Pragasam20 shared his experiences of conducting OD in an NGO named Legal 

Resources for Social Action I Rural Development Society Chengalpatta. The first 

phase of the OD programme was attended by thirty-seven members comprising both 

programme and field staff. This phase started with sharing ·of 'Individual 

Development Life Road'. In this phase open discussions were held on organizational 

and individual strengths and weaknesses, setting of individual anq org<mizational 

goals anti objectives, concretizing future tlircctions anti n:tlesigning organizational 

structure for effective functioning. Following this phase of 00, the entire staff of the 

organization held several sessions to work· out the vision and mission of the 

organization. The structure was reworked. Systematic staff development programmes 

were organized. ln the second phase different interpersonal issues which emerged in 

the inter.val period were solved. Principles were formulated for rctlcsigning the vision 

·and mission of the organization. This phase was attended by twenty members. The 

outcome of the whole experience was a shift from being a demand-driven 

organization to a vision -mission driven one. 
. ' 

Franklin21 prcscntetl a case study u!' OD process 111 l'ktdras Christian Council of 

Social Service (MCCSS). The jirsl phase was planned to orient the ten core staff 

towards the movement building process (empowering people's movement). They 

identified the major areas of concern .for example, interpersonal relationship, 

teamwork, ·and organizational clarity. They worked out short term and long term 
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goals. After this four days exercise, the enti're MCCSS stafT joined 00, and the core 

staff acted as trainers to initiate the process of perspective building among other staiT. 

They were divided into teams who were a.<..:signed separate tasks. This enabled to build 

up interpersonal relationships and resolve conflicts. In the second phase importance 

was given on understanding the OD concept with the main focus on 'self in relation 

to the task anu' the organizations goals. Problem areas were identified and OD process 

was focussed on them. Discussions on organizational issues, and getting help from 

others were held. In the third phase of OD an exercise on preparing the life road of 

individuals was carried out. This was followed by a conceptual analysis on team 

building, behaviour manageinent, conflict resolution, gender issues etc. In the next 

one year period the core staff emerged as the core team. The organization renected 

·positive dynamics. The jvurth phase began by rcintorcing gender, team-building, 

personal decisions and role clarity. The fifth phase was conducted after an interval of 

six months. It concentrated on the problems that developed after the fourth phase and 

idcnti licd their root causes. Vision, inission, strategies, strudurc and other concepts 

were again analyzed. The sixth phase of OD was entirely managed hy the core team 

members. The major areas considered during this phase were programme /activity 

analysis, programme planning for the next three years, Self -analysis and reflection. 

The OD process in MCCSS led to the emergence of a core team who could shoulder 

the responsibilities of the organization. Further there was marked improvements in the 

individual and group dynamics. 

Pareek and Chattopadhya22 discussed their expenencc of OD in an NGO, which 

operated all over the country. lhe entry and contracting phase started when a 

. significant member of the organizati(>n contacted. the consultant and invited him to 

attend a three day international meeting ofthe NGO. A meeting was held between the 

consultant and representatives of the NGO to understand the operations and the 

structure of the organization. On the basis of a few more meetings and discussions, a 

working paper was prepared, which consisted of four parts namely the key issues 

involved, a conceptual framework to fonmilatc inter-relation, the assumptions which 

would be the bases of the design ·qf the OD progran1 and the outline of the 
. ' 

intervention plan . The working paper was presented to the chief, which was 

subsequcnlly discussed in a di~isi.on commillcc. A shorter version. of lhc working 

paper was circulated amongst all the members of the organization with the idea that 

each member will communicate their willingness regarding having the OD 
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programme. A two day programme was arranged by the consultants to have 

interaction with the representation of the local units regarding change. The total OD 

programme was planned for twelve to fifteen months. ·rhc interview consisted of (a) 

Basic ~aboratory, which included micro lab, personal structured data, panel 

discussions of organizational strategy, action plan and evaluation (b) Internal 

Resource Devcl()pmcnt which inclulkd developing a group of persons who might 

acquire the expertise of change agents from within the organization.< internal change 
' ' 

agents I facilitators) and recruiting on contract same young behavioral scientists to 

. work full time within the organization to work closely with the internal facilitators 

(IRs). (~) Review lab for internal resource persons. (d) Stabilization and Termination 

phase. 

Murthy and Singl/1 plac~.:d the findings of a study on training, organi:t.ation 

development and sectoral strengthening needs in NGOs as pen.:eivcd by the diiTen:nt 

groups. These needs were classified into six generic categories (which arc relevant to 

organizations ami net works) and. I hrL'C I hemal ic ratq~~11ril·s ( mvilni;at it ins \\'llrk i ~~~·. i 11 

particular thematic area like health, environment etc.). The generic needs, strategies, 

leadership, human resource development and structures, operational management, 

boundary management: with government and other agencies, organizational learning, 

values, culture etc. The thematic specific needs are livelihoods and micro enterprises, 

environment etc. 

Few ca~e studies have illustr<.ttcd some viahle strategies fi.lr N< i< )s in mJ~.:r to h~.: 

successful. Pulavarti, Lalita24 discussed the reasons for success of Sumanjali Seva 

Ashram, a local NGO in urhan Bangalorc. From a modest b~.:ginning as a home for the 

destitutes in 1975, today it has grown into an organization reaching out to thousand of 

women in several urban and rural areas of Bangalorc district. The organization 

marched ahead with the able leadership of S.G. SusheclammiL In the initial stage it 

· received a grant from the government. The turning point came alier it received 
. ' ' 

support from an international sponsoring agenc)' Action Aid, which paid the Jay to. 

day operating cost of the or-ganization antl that of the programmes. Then it started 

partnerships with the government agencies. lnfact th~.: latter hecam~.: more depemlc1it 

on the organization for implementation of its various schemes. The efforts of the 

organization brought forth women empowern1ent in its area of operation. It was able 

to form a federation of women groups. The N(j() also started partn~.:rships with other 

women's organizations in the state (Karnataka). Owing to the N(i()'s contacts with 
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tht.: govcrnmt.:nt ag~.:ncics, women in the ll:ucn_ttions too had iiH.:rt.:ascd contact with the 

bureaucracy in government offices and arc now better aware of the government 

developmental programmes. This implies that networking is important strategy for the 

NGOs. This aspect has also been reflected by the views of Rajsekhar. 

According to Rajsekha~5 providing qualitative services to the poor is important. This 

includes the formation of target group organizations, building capacity of the poor and 

leadership among them, facilitating the provision of effici~.:nt services, enabling the 

people to plan, implement and monitl)r their development uctivitics .. St.:condly, the 

NGOs need to build capacity of the target group and their organizations to access the 

. resources from the government as their right m~d play an important role in planning 

and implementation of government sponsored development projects. NGOs need to 

form themsdves into networks in ordt.:r to inllut.:nct.: gov~.:rment policies. The author 

has mentioned that a good N(j() is ont.: which has capabk, has balanced (gemlcrwise) 

and matured board members, practices good governance (accountable and 

transparent), is participatory, endeavour to find out the .needs of the community (prior 

to adion planning), wmply with the statutory rcquirclllL'IIIs. l\11low good syslcr11s ami 

procedure, and respond to the emerging needs and challenges at appropriate time etc. 

Bhatt 26 described empowering the poor through Micro-finance by citing the example 

of SEWA (Self-Employed Women's Association) Bank. SEWA started in 1972 with 

the objective providing full employment and self-reliance to its members. SEW A 

stepped forward in managing banking with poor women where the nationalized hanks 

failed. The SEWA Bank's integrated approach distinguished it from other micro­

credit efforts. According to the organization. credit or access to financial services, 

though important, is not adequate for sustained and substantial employment or to 

transform the economic activities of the poor into profitable ventures. Thus SEW A 

embarked upon facilitating rnarket infonnation and commercial linkages. technology 

and methods to improve productivity : markl'l infrastnrctun.· : hl'alth ami sol'ial 

st.:curity services ; information. know-how entreprent.:urial ability ; and repres~ntation 

in decision-making bodies for the members of its target group. Close monitoring of . 
loans was done to ensure that they are used for economic activities thert.:hy it 

facilitated repayment. Thus SEW A's work resulted in the growth of rural Banking. 

SEW A also ventured into other development activities like housing, integrated work 

security scheme, training etc. SEW A Bank has demonstrated that it is not only 

possible hut also prolitable to run a bank or and for poor Wlllllen. Wln:n the \;lrgct 
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group themselves run the bank they take a keen interest in its management and try to 

ensure high repayment rates, maximize surpluses and efficient use of resources. 

NGOs are today accepted as a vital entity in social development, yet their role is not 

fully understood. Some authors ha~c tried to put some light into this subject, which 

arc as follows. 

Mishra and Jha27 examined development through non-governmental organizations. 

They have mentioned that NGOs are expected to play a critical role in all conceivable 

aspects of development. People as well as the policy makers attribute innumerable 

roles to NGOs and presume that NGO activity is remedy to all problems. in the 

society. Blft, the role of NGOs itself is changing over the years due to change in the 

function and philosophy of other development organizations. The NGOs had 

undergone various generations of changed ro.lc such as charily, relief. wclfi•re, 

development and empowerment. Interfaces with environment arc critical. The major 

interactions are held with the government and its agencies, clients or beneficiaries, 

suppliers of inputs and other organizations. Their mutual interaction and collaboration 

would make their efforts more elfedivc. One major weakness of N( iO sel:lor is their 

· action in isolation. The major l.essons for future arc adopting a·strategic approach for 

improved managemept practices, establishing new allies/ partnership, strengthening 

existing structure and negotiating new role. The authors have emphasized the 

importance of people's participation in bringing development. 

Chavan28 described the work that organized voluntary adion (NGOs) could do 

towan.ls socio-ccoiwmic d~:vclopmcnt. According to him NUOs can provide 

consultative service to people to help them efficiently usc resources available to them. 

The author has described 'the Inclusion of voluntary work in several Jevclopmcnt · 

plans of the government. It woulll necessitate introspection on the part of both 

governmental and rl0n-governn1ental agencies to ·look at their own culture, 
' . ' 

procedures, modes atid methods of work so as 1~1 cvolw working styks eunducivc to 

collaborative working in the best interests of one who needs these interventions the 

most - the poor. The ideal combination would he to usc the sprit of voluntarism still 

prevale~t in villages and slums, in the young men and \Vomcn. The author stresses on 

the NGOs to upgrade their professional skills and develop expertise. 

Rai, Manoj Kumar and Tando.n, R<tiesh2
" selected four important sedors to examine 

· the involvement of NGO sector in socio-economic and human Jevclopmcnt. These 

sectors were investment in human capital, micro-finance sectors, non-farm income 
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generation activities and policy reform. They suggesh:d that an alliance of these. 

organizations with professional bodies would help to foster natural co-operation and 

learning. 

Dharmarajan, Shivani 30 obs~:rv~:d that NCit)s ar~: playing key role in the an:as ofiiRD 

ami sociahlevelopmeni fur providing basit health and income g~:m:ration for .th~: poor 

in the Asian q)Untrics. It was being carried· out through their work programme· and 

people's participation.- Some of the weaknesses identified in the programme 

. implementation were lack of ability in tracking the poorest, cost effectiveness, 

adequate involvement of women and _children.· Further, the external environment was 

not considered in the planning and implcmentati9n process and more time was taken 
/ 

for the benefits to get mature. The author emphasized that analysis of more 

information to design better intervention was needed besides greater care and tillll~ fill· 

both project identification and selection. The NGOs must do away with dependem.:y 
' 

on government funding and focus on generating their own resources. NGOs need to 

conduct appropriate training programmers for their members/employees, usc 

computerized information system for creating database, monitor and ~:valuate 

developmental programmes and emphasize on enchancing the skills on project 

management. Successful project interventions were related to factors like beneficiary 

participation in the planning, design and implementation of project, a strong and 
' ' 

competent leadership and an effective scanning and analysis of the external 

. environment. 

Awasthi, Ramesh31 cited rurallkvclopment through people's mobilization with a case 

study of Ralegan Siddhi, a village in Maharastra. The entire development programme 

in Ralcgan was charted out by the people themselves. Local ingenuity, people's 

understanding of the roots of the problems, their openness to ideas from all sources, 

motivated and appropriate leadership, and collective response nf the people in taking 

up and implementing various schemes brought about owrall transllmnation ot' 

Ralegan . 

. Shc;th ·and Iyengar 32 discussed the contribution of NGOs to development through th~ 

case of an NGO named Kundla Taluka Gram Sewa Mandai. The NCJO laum:hed a 

project to built check dan1s with a financial aid. The results were highly successful. 

The objective of the project was to develop nt>t only physical infrastructure but also 

management systems, village institutions and the peopk through participatory prm:css 

l(>r sustainal)le dcvdopmen!. The pro_ject was executed hy a small team. lnl\mmltion 
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about the project was disseminated to all the thirty-five project villages by the project 

team. The NGO motivated and organized people at .w(!rk. Partit:ipatory Rural 

Appraisal was used. This empowered the people. Individual l~mm:rs had to assume 

responsibility for land shaping activity of their farms and contribute towards its 

maintenance. 

Several authors have elucidated upon different interventions carried out by the NGOs 

in order to attain their de~elopmental objectives. Some of them are presented below. 

Rajshekhar 0. 33 mentioned that pri~r to designing po~crty alleviation project by the 

NGOs it is necessary to analyze the situation of the poor and assess their needs. The 

Participatory Rural Appraisal (P~) appears to be the most suitable method to enable 

the rural poor to participate in this. In this context the author has presented his 

expcnence on an Action Research Project (/\RP) carried out in the areas of two 

selected NGOs. The project started with a training programme in concepts and 

methods related to causes of poverty, poverty alleviation · strategies, local 

organizations and their. charaqeristics. The objectives, activities and expected 

outcome of ARP were explained to the team members. They were equipped in data 

collection by providing inputs on PRA techniques and thus prepared for fieldwork. A 

feedback method was designed at this step. The next step was 'acquiri1,1g knowledge'. 

Some of these arc as follows- Social Mapping (to map the utilization pattern of 
' . 

resources available to the villagers and the char~cteristics of the individuals by the 

villagers themselves); Wealth Ranking Exercise (to know the numher of poor and 

poorest in the villages and the t:haructcristics that make the poor); Seasonal Mapping 

(mapping a normal pattern of employment and wages, disparities in employment and 

wages of men and women, savings? expenditure, credit and discascs in a year) ; Focus 

Group Interview (the pour, poorest, sciH:dule castcs, the dilkrent religious group etc.) 

;Time Related Mapping (to trace the important socio-economic changes in a village 

with the help of elders in the villages). The data collected 1hro11gh the above 

mentioned exercises were cross checked through other means. /\fkr colkction of 

data, ARP focused on preparation a1~d presentation of data at the village level and 

block level. At the village level this exercise was conducted with mcmhers and 

leaders of Self Help Groups (SI-!Gs), ekctcd leaders of Gram Panchayat, village level 

officials and bankers in one-day workshop. Workshops were conducted at the block 

level involving people from seb.:t~:d villag~:s, blm:k lcwl oflicials, ckctcd members 

of Panchayat, bankers, members of SHGs, the poor and the ARP team from the NGO. 
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Bardhan, Anita34 _analyzed a project undertaken in Damoh District of Madhya Pradesh 

in order to decline the infant mortality in that area. The intervention strategies adopted 

for the purpose were locating and training ofthe key functionaries named Traditional 

Birth Attendants (TI3As) at the village level who could act as the main link between 

the projed and the local population. Commur1ity health volunteers were iJentilieJ ami 

trained for mobilizing people, organizing health clinics and in conducting mass 

education programmes. Efforts were made to provide necessary maternal and child 

health care at the village level through the traincJ TBAs or by organizing visits of the 

health staff. Appropriate liaiso·ning was maintained with the health staff at the blm:k, 

primary health entire and at the sub-centre level to ensure services according to need 

and demand. The efforts to mobilize community support were based on rapport and 

meetings with the community leaders, educatiori and involvement of the target gro11p,_ 

and formation of small groups of" youth and adokscents. The education and 

communication materials that were developed were related to lqcal beliefs and 

practices. They tried to identify infomu1tion needs of the local population. The IEC 

package utilized local talent and li..llk media to educate and mobilize people's support. 

The ultimate outcome of the project was very encouraging. Similar to this is the 

intervention included in an action programme, which is discussed below. · 

Misra, Sunil35 discussed a field study undertaken in relation to an action programme 

to decline infant mortality and fertility in Tikabali District of Orrisa. The programme 

interventions were devised to promote greater interaction between health 

functionaries and people, create general awareness about health issues, introduce 

cultivation of crops which could fulfil the nutritional needs of the people, involve 

community leadership and mobilize village level organizations to extend their support 

towards the programme. Efforts were made to promote coordinated planning and 

action between health functionaries and community leadership with project stan· 

acting as bcilitators. The action programme included formation of coordination 

committees, joint training of the health workers and the project staff: enlistment of the 

target segment, laying down the nutrition programme, focussing on adolescent 

education, development of IEC packages. Importance was given to develop need 

based and culturally compatible cJucationalmatcrial. Emphasis was laid on usi11g l(l!k 

media, local artists, and professionals in communicating the messages. The 

programme also included setting up of "Balwadis" for taking care of child health and 

46. 



mall:mal euucation, anu creating awareness and generating a demand l(lr IH.:alth 

services. The project was fairly succcssful at the end of three years. 

Sawhney, Nirmal36 discussed the integrated health and development project carried 

. out by Christian Mission Hospitals in Kanpur, Uttar Pradesh. The objectives of the 

Project wcrc related to hcalth and family planning, and socio-economic devclopment. . 
The intervention strategies had three main Clements. These are (a) Education and 

motivation for the desired changes (b) Organization of interest groups, mobilization of 

leadership and training of community health volunteers, TBJ\s etc. (c) to organize 

services for different programmers. of health and socio-economic development. The 

steps in the programme. development included a study to. assess the health and 

development neeus of the community, establish ~apport and conducting prcliininary 

meetings with the health and development stafT of the government at diffcrcnt levels 

and that of community leaders. This was lui lowed by identification and training of the 

community health volunteers and TBAs, formation and activation of community 

organizations through mass media, regular monitoring, periodical review and 

reorientation programmes l(lr the commqnity health voluntcns. womc11 groups. youth 

clubs etc. Here too emphasis was on collaboration and community leadership. 

Ramnarayan and Grover37 mentioned Dr. Gavid Gleicher's fonnula to look at what is 

required to make a change cfTort succeed. According to him for C to occur a x b x 

d>R, where C= change; a =shared felt need for change or level of satisfaction; 

b=shan:J sense of goal or clearly understood <.k,sircd slate; d= illlpklllcnlahk. 

practical steps towards thc desire state; R==resistance to change or l:l!St of changing. If 

a, b or d is zero the product is zero and so no change occurs. l·lence for change to 

occur all these three elements should be strong. 

The desire for change may be triggereJ by a failure experience or a desire ro increase 

one's competitive advantage by improving productivity or elTcctiveness. The process 

of generating shared felt need among team members begins when a key nctor in the 

organization experiences a strong need for change and passes it to other members of' 

the group. The key actors need to be confident of being able to move to a Jcsirablc 

state of affairs. In this context the authors have cited an illustration of an NGO, which 

was successful in nwbilizing members of a villa~c community to bring about change. 

Initially they lacked commitment and confidence in work. Hence the progress of the 

programmes was frustrating. Only when later the OD practitioner designed. a set of 

small tasks and convinced a tcw intlucntial villagcrs to take charge of them. the taste 
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of success started pounng 111. When this was reported hack to the groups. hope 

emerged in the community leading to gearing up efforts. The authors have stated that 

the 00 practitioner should identify and clarify the need for change by either helping 

the key organizational members to explain their understanding of the problem or 

obtaining information about the 1ictiviti.cs within parts of the orga.-ti·t.ation. ClnHtp 

interviews arc useful means. The authors have mentioned about two models to 

illustrate the client practitioner relationships. The first kind is the Jmrdwst:. modd 

where an individual manager or a group in the organization dclincs a need. 1\. 

consultant is approached to till the need if they feel that the organization dues not 

have the time or capacity. The second is the doctor-patient model, where one or more 

executives in the organization decide to bring in a consultant or a team ur consultants 

to have a look at the organizations or so1i1e parts of the organi:t.ation like <i physician 

and rccon'uneml a programme or cure ;lr therapy. The authors h:IVL' further :Hided tllat 

multiple data collection through observation, questionnaires, interview, archival 

research, self -reports, superior appraisal, and subordinate description would be 

·useful. New knowlcJge, skills and attitude are olkn required lu he lkvclopcd within 

the organizations to stabilize the. change. 

Padaki and Padaki 311 mentioned organizational value system as an important 

perspective of 00 in organizations. The process awareness in OD may by be greatly 

enhanced through an assessment of value systems at the individual, group/unit/ 

organization and the sector/institution field level. The value cycle is kept going by 

. way or relining organizational values perimlically through stock taking exercises and 

reinforcing values so that they are reflected in work practices. The authors have 

mentioned that organization should carry out regular study of organizational value 

system in order to set linkages with the organizational process. The importance of 

considering values in ()I) has also been cmphasi1.cd hy I >ayal. 

Dayal39 stated that the while framing. the OD strategy in an organization one needs to 

know how the employees acquire values about work anJ how they could change 

them. Further they arc also n:quin:d to gain knowlcJgc related to the type of 

organizational approaches that are needed for employees to acquire new altitudes and 

internalize them. /\n individu:tl acquires attitudes aho11t work by observing 

happenings around him, and through his personal interactions with superiors, peers 

and subordinates. In this context he has cited the example of CMC Ltd. The 

organization through their tlm:c day induction programme for the new entrants 
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coilVcy the organizational values which they consider as basic to their organizational 
' . 

culture. Wh~n these values arc reinforced at work, the employees begin to accept and 
I 

practice them. The process of learning however requires certain minimum conditions 

to bring about change in the attitude towards work and people, like the employees 

should be able to place new meaning to their work; they should pen.:eive that there is 

congruence between what is articulated as policies and what is done in practice. The • 

positive experiences need to be reinforced. The change should be widespread and not 

confined to a limited area or people. The employees should understand the reason 

demanding a change in their attitudes or behaviour, etc. The author has added that 

change in behaviour would come about only when interactions on job confirm what is 

leamt in the training programme. 

Abba ct. al,40 mentio!1ed that the NGO sector is compriscJ of live tiers of manpower. 

They arc the policy makers and the planners, who arc conc.:cmcd with takinp. policy 

decision. and spilling out action plans; the Executives and the Adrninistrato~s, who arc 

responsible for carrying out the day to day activities of the unit and iinplementation of 

the policy and programmes as laid down by the limncr: the specialists and the 

t~chnical experts, who arc the br:ains and muscles brhind the ~ucccss of the 

programmes; the section heads, who are responsible for reporting day to' day 

perfonnance of their sec.tions and the grassroot level workers, who are the vital link of 

the NGO scdor with the community. This five tier manpower needs to he adcquatdy 

oriented at every entry point. Periodic training for everyone is a must. The N< iOS 

working in the area of health and l~unily wclf~trc can act as awareness generators and 

facilitators, enthuse community to participate,. build a tram of tkdicatcJ volunteers, 

· liaison with the goveri1mcnt and other (foreign, national, regional) donor agencies, 

initiate income generating activities: For effective impkmcntation of these activit irs it 

is desirable to constitute an advisory commith:e unJcr the chairmanship of I >istrict 

Collector or a public person who is known for his/her cxprrtisc. rxpcricnc~; am.J 

it~tcgrity. This committee may have mcmbrrs from othrr NGOs, privatr 

entrepreneurs, experts and donors. 

Lall
41 

examined the characteristics _of successful NGO and ways and means o( 

meaningful resources. He stated that NGOs evolve systen1s _!_l·l meet growing internal 

and external n~eds. According to him leadership happens to be very crucial ,in an 

NGO. Few other things which the author linJs to he important arc learning, 

environmental analysis and organizational review. He concludcd that f(lr an cflectivr 
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management of NGOs fusing together and coordinating the large numbers of citizens 

through networks and managerial compdcncc is essential. 
I 

Garain42
· attempted to construct an instrument for measuring perceived organizational 

effectiveness in case of NGOs. The areas identified for evaluating the same were the 

overall organizational effectiveness, volunteers, bendiciary participation. 

organization's flexibility, and local level impact and resource utilization. The 

functioni~g of an NGO is dependent upon the nature of the project being executed, 

which in tum is related to the project objectives, target groups, degree of importance 

of the project to the NGO, funding agency philosophy and the background of the staJT 

executing the project. In the study the researcher has considered three categories of 

background variables which contribute towards shaping perception and attitude of the 

programme of the staff (s) they arc (a) pcrso;1al background of the staff (h) their 

individual values (c) job related factors. 

Literature review- Real Case Studies of NGOs 

The real case studies have described different successful NUOs 111 India ami the 

factors responsible behind them. Some of them arc presented below. 

Sii1gh'13 gave a vivid description of Yigyan Ashram, situated near Pune in Maharastra. 

Dr.S.S. Kalbag, the founder of the Ashram realized thatthere were higher numbers of 

school dropouts amongst the poor students from rural background. He felt that the 

factor most responsible· for this is the present education system. Hence Yigyan 

Ashram framed certain objectives to make service a way of life hy learning activities 

based on scienti Jil: nH.:thods and rural tcl:hnology to make cd ucat ion interesting hy 

including inJormal educative methods, and to imbibe a set of good values and morals 

amongst the students and the inmates. There existed no discriminatiqn on th~ basis of 

work. Chi.ldrcn arc inspired by seeing the elders doing their own work. which helps in 

inculcating a sense of discipline. All these were possible only through the active 

support and guidance of its visionary Dr. S.S. Kalhag. 

Thakur4
'
1 examined the work of Samaj J>ragati Salwyog (SJ>S) situah:d m Madhya 

Pradesh. Thl? primary objective of the organization is to evolve an alternative path of 
. ' 

development in India based on the principles of people's empowerment, equality and 

sustainability: C<Jrryout development. mobilization, research and development. SPS 

was inclined towards watershed development as its prime activity. The problem of 

finding other partner organizations that could support SPS in this effort was sortccl out 
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by CAPART {Centre for Appropriate Rural Technology). Ci\PART extem.kd 

technical, monetary and all kinds of support as required from time to time. The 

training need of SPS was taken care of by Baba Amte Lok Sashaktikaran Kendra 

(Baba Amte's center for people's empowcm1ent) located in the middle of the target 

population, which helped SPS members to have a direct interfucc with them, get their 

feedback on the interventions carried out and to realize the impact of the 

interventions. An effective training methodology was designed by SPS members, 

taking care of the social and institutional aspects of watershed works. The ultimate 

impact of-all these interventions was that the watershed programme was successful. It 

improved the standard of living of the people and led to transformation of the dry land 

into green land. Behind this success were the efforts of a trusted, dedicated and 

excellent team of professionals who have a very good interpersonal relationship and 

arc dedicated and committed to the obj~divcs of the organizaliort. 

Gangwar45 gave an account of Tr:ipura Adivasi Mahila Samity ('1'/\MS), situated in 

Tripura. Its objectives are, to promote and safeguard the interests of women, children, 

the destitute and the tribal COilllllllllitics; to bring about self-reliance of the landless 

poor artisans and the unemployed. To achieve its goal, it has taken up ditkrent 

projects like women; child and adult education, building houses l(>r the poor, tr:.~ining 

people in the basic skills like weaying, harvesting of rain water, tapping of ground 

water etc. In all the projects or activities a major highlight is involvement of people­

the local government, the beneficiaries and the tean1 of workers, making the project 

successful. The credit for the success of TAMS goes to its sinccre and devoted team 

members, and the able leadership of its President and the founder member 

Ms.Anurupa Mukherjee, who is the guiding light and the motivating force behind the 

organization. It is through her understanding of the people, their problems, hard work 

and able guidam:c that TAMS is successful. 

Singh46 presented an account of 13/\lf Development Rcscan.:h Foundation (BDRF) 

situated in. Maharastra. The extreme social and economic backwardness of 

Urulikanchan threw a challenge to Mahatma Gandhi, father of the nation. He 

entrusted Manibhai with the mission of working for upliflmenl of the region and 

project it as a 1i10dcl of rural development. Munibhai developeu slratcgics fin rural 

development through creation of suitable employment opportunities for the people of 

Urulikanchan. He revolutionized agriculture anti dairy fam1ing in India, and through 

this showed the path towards poverty eradication. Tod:.~y BI)RF also l(lcuscs on the 
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watershed development, agro-forestry, horticulture and empowerment of women. 

Manibhai Desai Management Training Center in J>une organizes regular training in 

management of rural development programmes with emphasis on leadership 

development and promotion pf local enterprises. It shares its field expe_ricnce with 

other NGOs with a view to develop a network of eflicient voluntary bodies and 

replicate the success of.its development. programmes throughout the country. All these 

improved the lives of the deprived section dramatically. The torch bearer for the 

organization today is Dr. N.G. llcgdc, the President of the organiz.ation. lie is a very 

able prol'cssional and administrator. Accon.ling to him dedicated prot'cssional stall. 

members are the organization's real strength. They have introduced several training 

and devdopmcnt programmes to enable the staff members to share greater 

responsibility. They have prepared a strategic plan for the next decade and a clear 

goal for themselves. The organization is getting a good response from their donors. 

beneficiaries and the general public. 

Singh47 attempted to examine an NGO named Nav Bharat Jagriti Kendra ( NBJK) 

situated in Bihar. NBJK is the result of effort of four friends Girja, Satish, Prahhu 

Nath <ind Ram Padarathjcc, engineers hy prokssion. who Jet:ided to give up tlll:ir 

careers and plunge into nation building and serving the poor. The. aim of the 

organization is to run constructive, educati<;mal and social programmes for agricultural 

labourers, small fam1er~, women and youths in an attempt to end their socio-economic 

and political exploitation. NBJK has a talented, professionally qualified and 

competent team of workforce. Each member of the team is fully aware of the vision 

and mission o( the organization and shares their commitment. Decisions in N BJ K arc 

taken on the basis of unanimity. Participation of local people is one of the primary 

objectives of the programmes, and for these self-help groups arc formed. In order to . . 
gain self sufficiency <md provide employment to the villagers NB.IK not only went 

ahead ·with different kinds of productive activities, but also took marketing initiatives 

to help the beneficiaries sell their products .. NBJK regularly organize training 

programmes on various issues to strengthen the efiorts of social activists and 

organizations in rural development. The organization is able to llourish under the 

able leadership of Satish Girja the Secretary. !lis approach towards work is to 

promote individual values, gem:ratc love for the poor, and ~nhann: capacity building 

among the members of the organization by giving them independent assignments. The 

emphasis is on inll.:grating them with the ideology of 'scllless social service.' 
I 
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Thani411 described work of Tarun Bharat Sangha (TBS). situated in Rajashstat1. TBS 

pledged to work in a region, whi~.:h was struck by famine. People were in dire straits 

and unemployment and poverty were rampant. The workers of TBS with Rajendra 

Singh as their head were detem1ined and committed to involve themselves in the 

impossible task of making the earth's covering rich and green again in that area. TBS 

decided that they would work only in those areas where the people would join in the 

endeavour actively. This approach was highly successful. TBS saw a change in their 

objectives over the years. Initially it worked for the slum areas. It worked to provide 

health care, water, food and clothing. Along with these, it opened night classes for 

children and adults. Then TBS shifted its focus to the problem of the rural population. 

After this Rajendra Singh's attention was drawn towards managing the natural 

processes for maximllfll benefit of the people. Along with that TBS has also come out 
I 

with different schemes for economic hendit of the people. TBS had to wait fill· finar to 

tive years to gain recognition from the villagers, but after that village after village 

joined in their work and the little lamp that had been lighted by a few hands grew to 

become many lamps spreading _the massage of light. The exemplary leadership of 

Rajendra Singh .aroused in the people the feeling that biggest and most dilli~.:ult tasks 

could be made easy with commitment. In TBS there arc some workers whose 

dedication and hard work has made TBS a 'people's organization'. People in the 

organization do not have any designated portfolios but work is designated according 

to need. 

Kumar49 gave an account of ( iramin Yikas Yigyan Samiti (< iVVS) whid1 situated in 

Rajasthan. Its main objective is to reduce the level of poverty in the rural areas. For 

this purpose it has undertaken many projects in rural development and has run all 

these projects in partnership with established rural development societies. The author 

has dcscriht:d the activitit:s projt:ct wist:. Thest: art: (i) The water harvt:sting sdtL'IIIe. 

(ii) Group tube wells, (iii) Construction of low cost housing fi.)r the poor (Pucea 

houses). (iv) Crt:ating fun.:sts for individuals, (v) Creating orchards in the desert, (vi) 

Support to other voluntary Organization. (vii) Uplifting the cause of mine labourers. 

All these activities not only hdp~d the poor to have a comfortable living. but also 

helped them to derive economic benefit. GVYS tried to know the needs of its target 

segment and according! y made strategies· to fulli II them. Belt i nd all tit is e fi(H·t is the 

dedication of Mr. L.C. Tyagi, the Director of GYVS and Shrimati Tyagi, the Chief 

Executive. Mr. L.C. Tyagi seeks participation t)f people in implementing work. The 
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maJor probkin faced by GVVS is the dearth of genuine workers who arc more 

committed to social work than bci':l:\ concemcd about earning motu.:y. 

Singh50 gave a ·vivid account of success of Sarvodaya Ashram an NGO located in 

Uttar Pradesh. The organization endeavoured to provide refuge to the people from 

exploitation and violence, and helped them to move towards sclf-surticiem:y. 

Sarvodaya Ashram began by organizing the fanners and labourers. ·rhcy went from 

village. to village impartipg information on government schemes and making facilities 

av~~ilable to the people. The rich people occupying the land were motivated to give a 

. share of it to the poor and weak people. Then the organization's main issue be<.:anH: 

developing the land further. After the need of providing food was fulfilled, attention 

was given towards other issues like cdu<.:ation, health and \vomcrL In on.lcr to \vork on 

these issues they came out with different programmes. The programme for the· 

improvement of inkrtilc soil was the most suc<.:cssful (>ne: It was po~sihlc due lo the 

relentless ertort of the organization and people, backcJ ~)y CAP ART's funJing and 

technical know how. Farmers were sent to undergo training in different institutes and 

interact with fanners of different states. The NGO unJcitook nn intensive campaign to 

motivate the farmers constantly. The positive outcome of work was coined as "Hardoi . . . 

Model" which was replicated in other areas of the region. The success of this scheme 

· had an enormous impact on the inhabitants, the. st:mdard or living too improved. 

BehinJ the success of the organization is the e1Tort of Hamcsh Bhai, the ublc leader. 

1-le constantly attempted to motivate the people/ target segment to participate in work 

and also called upon diiTcrcnt agencies I authorities to support tlrcm fi·om time to 

time. Sarvodaya ·Ashram work by creating organized movements. lt endeavour to 

bring the underprivileged people to the mainstream and bring change in the socieiy by 
I • 

changing the people's mindsct. 

Review of Literature at lnternationai Level 

Literatures from outside India were also reviewed for the purpose or this study. Some 

or them arc presented below. 

A feedback taken from participants of different <.:ountrics 111 a Manag•.:mcnt 

. Devclopnwnt Workshop for Sm'e the Children, U.K. 51 revealed vital inl{mnation 

regarding the different components of the participating organizations. which n:quire 

main attention for designing implemct}tation of change crtcctivdy. In Central Asia 

they are:- activities <Uld programmes. organizational component viz. people structure 



and task, increased communication, skill development, structure of project team, 

country strategic plan. In Bangladesh, they arc tasks, structure, inl<.mnation sharing, 

decision-making and conflict resolution. In Sri Lanka, they arc building in feedback 

mechanism, capacity building, clarification of country strategy, organizational 

structure, roles and responsibilities. In Afghanistan, they are setting of time bound· 

goals, programme priorities, communication etc. In Pakistan, they arc vision and 

mission and strategies; programme goals and action plans; systems, procedures and 

partnership; capacity building viz. team building, training communication and 

· leadership. In Nepal, they arc working approach, participation and focus on the target 

segment. In India, the focus is on common societal vision, progranm1e management 

and structural change. 

The literature related to SouthAsian Dialogue Meeting on NGO Capacity Building~2 

examined the area of capacity building. lntcmally capm.:ity building is li1r tl1c 

individuals in the organization. Externally it is for the client groups, the community 

leaders and other individuals and agencies outside the purview of the organization. 

The main goal of capacity building is development of people to facilitate change or 

social transformation. The literature reveals that dynamics of capacity building can be 

of two types. The first kind is from inward to outward, when the change starts at the 

individual or the stafT level then expands to the organization level, the national level, 

the regional level (for example the South Ea-;t Asia), the continental level (for 

ex~ple Asia) and ultimately the global level. In the second type that is outward to 

inward, the path of change or transformation is just the opposite. 

Nanus ·and Dobbs53 gave !fll overvie~v of leadership with locus on the non-profit area . 

. According to them leaders who build organizations must he visionaries, strategists 

and change agents. Entreating the nun- profit leaders to be change agents, the authors 

have put forward challenge to the leaders to imH)vate. to he entrepreneurial. to 

communicate, to initiate, to renew and transfonn their organizations. The authors have 
I -

encouraged the leaders to play the role of a coach in the organization that is to h11ild, 

ignite, design, crcate and cm:ouragc thc followers. As a -com:l1 tl1c non- prolit lcatkr 

must blend staff, volur1teers, the board. clients and customers into a high performance 

team. The authors have described the leaders as politicians who should see the team in 

the conlcxt of a wider public that im:ludcs donors. advocates, othL:r N(iOs, stakc 

holders, .the media and the government agencies. Another role that a leader has to play 
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is that of a financial campatgner, who otTers insights into financial planning and 

rundraising. 

French and Bell54 presented certain illustrations to highlight 00 in organizations. 

They are as follows: In the first illustration a business firm characterizes lack of 

cooperation between· subunits, increasing complaints from customers, sagging morale . 

. and rapidly increasing costs. The President of the firm approached an 00 consultant 
. . . . 

to improve the situation. They decided on a three days workshop for the executives 

and their tean1 away from the workplace. Prior to this the consultant ititervicwcd each 
) 

member.· At the beginning of the workshop the consultant reported back the data to 

the group by putting it into themes. The group ranked these themes according to their 

importance. They ·were further divided into sub-group to discuss certain issues and 

carry out action planing to tackle prohlems. The participants were also involved in 

recreational activities. All this resulted into enhanced team spirit. They decided upon 

a three-month review session with the consultant. A three-year Organization 

Development programme conducted .by two hehavioral scientists at a large wood 

products company led to eighty percent incn:asc in ·productivity. The programme 

consisted of f.irst line supervisor training, survey feedback, team building with various 

work tean1s, weekly problem solving meetings and numerous problem specific 

interventions. 55 

A new plant manager joined an organization. I Ic wanted to practic~: a purticipativc 

style of leadership and empower his subordinates. But for this he needed to change 

.the managerial cultun; of the organization. The chang~ goals and th~.: idl"as of the new 

plant manager were communicated to all the employees. The consultants held team 

building meetings. few organizational members were groomed as internal chan9c 

agents. The consultants assisted the group to idcntily, work through, and learn from 

.their problem. The 00 programme was in operation for four years. In the first year. · 

the intervention strategy included tean1-building meetings with intact working groups 

(supervisor and key subordinates). The second year's activities continued the team 

building sessions but introduced interface meetings with groups that had problems 

working together. In the third year, the focus was on developing long range strategic 

planning model. Management Dcvdopmcnt Prog_rammcs were also formulated. In th~.: 

fourth year, the OD activities moyed to the shop floor. The consultant interacted with 

the workers and sought their view on irnprovemcf}t of performance. Meetings were 

initiated between the supervisors tmd the workers.56 
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A ManufaCturing Company was facing enonnous losses and its survival was 

threatened. In order to tackle this problern the Chief Executive approached an OD 

consultant to develop a programme that would produce rapid changes in the way the 

company operated. The consultants developed large scale system change programme. 

A ·design team was constituted with representatives from all the divisions. The design 

. team interviewed the Chief Executive and top management team to understand what 

they wanted to accomplish from the programme. Next, the design team developed an 

intensive five-day seminar for middle and upper management with the aim of creating 

awareness of the company's problems and to finding ways to solve them. Each 

seminar began with three-day off-site highly interactive and participative programme 

attended by the top levels of management in each division followed by two months 
·, 

later a two day off-site follow up meeting. The seminars were conducted for the 

1 divisions one by one. Two months later two-day follow up sessions wcn: held for thc 

divisions, which was followed by fonnulation of action steps. Th~.: OlJ progranun~.: 

was able to enhance the individual's and t~am's motivation, quality of products and 

customer reliltions. 57 

A companyengaged in the design and manubcture of high technology specialty items 

appointed a task force to find ways to improve the company's perfom1ance. The team 

recommended construction of a new plant to be operated by self-directed teams 

(SOTs), who required to perfom1 all activities needed for team's success without the 

aid of a supervisor. The leadership functions, which in normal conditions the 

supervisors had to perfonn, were identified to be pcrfonncd by the SDTs. A variety of 

training programmes were initiated for the team members to karn the necessary skills 

for manufacturing the prodLicts, ruqning SOTs, and measuring their perl(mnanc~.:. 

Eighteen months afkr the plant opencd. the entir~.: plant was run hy SDTs. Morale and 

satisfaction was high. Qual i I y was-outstam.l i ng. ~x 

Cumings and Worley5
<J gave vivid descriptions of various change management 

programmes conducted in different organizations. Some of them arc cited bdow: 

The authors have expounded their experience of conducting a change programme in 

Toronto Mine. The organization was fating a turnover problem of hourly employees. 

The consultants started their work with an initial altitude SIIITey of 20 pcn:mt of thc 

workltlrtl:. Aftcr till.! data was analyzcd, a two-day training progralllllll.! on basic 

human relations skills was organized. This was subse4ucntly f()llowed by the sec:ond 

altitude survey and the ll:i.:dback. In the proc~.:ss the consultant started working with 
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the employees to know them better. Consultation skills workshops were arranged for 

the HR staff so that they could take up these Interventions. This was tiJllowed by more 

training on human relations. The consultant took up the third allitude survey or an 

organization-wide survey feedback programme. Encouraged by the results, the 

organization institutionalized it as a periodic communication tool. 

The authors cited an example of process consultation in Action Company, which was 

initially unfruitful. But when the consultant tried to understand what the group was 

trying to do, he could focus on the right process and interventions. He could sense the 

primary task of the group and where the group was getting stuck.60 

The authors61 have described how reengineering was carried out 111 Schlage lock 

company as a proactive step towards meeting the· challenges t)f the external 

environment or aligning the organization to it. In preparing f(>r its n:enginecring 

effort, Schlagc adopted a strategic plan with a mission statement. It set up a Strategic 

Information System Plan task force and according to its suggestions the 

manufacturing process was reenginee:red. The reengrncenng process was 

implemented by creating a team for each of the company's five facilities referred to as 

"Tiger Team". 

The authors62 have cited the example of Chrysler Corporation, which moved towards 

high involvement. The designers, assembly-line workers, fabricators. suppliers and 

managers can1e together in the smne room. There was considerable amount of 
' ' 

resistance initially and several meetings were required to build the trust necessary for 

complete collaboration. The cooperation led to extraordinary results ahead of the 

schedule. t'he workers \vere also a part of the planning, design and development 

process, which was supported by a high involvement communicat.ions and suggestion 

_programme, more egalitarian structures and pro~csses, and extensive training. The 

supervisor treated the workers more as colleagues than suhon.linatcs. 

The authors63 discussed the moving to Self-Managed Team at ABB industrial systems 

plant. The demands for products dropped sharply and competition from internatiorial 

manufacturers increased. The vice-president observed that employees from di lkrcnt 

departments were meeting the same set of customn, but not connnunicating with the 

other departments about the discussions they had.with them. He laid ou't a change plan 

. that would radically reshape the structure m'ld systems that governed the Columbus 

plm1t. At the centre of reorganization was the concept of the 'High Pel.fiJrmance Work 

System'. ABI3 's move to a high performance team based work system proceeded in a 
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stepwise fashion, each step building on ·the previous one. An off-site meeting was 

. used to educate members of the leadership stair on the hasi<.:s of team based 

organizations. The "High Pcrfommnce Work System" that was formed worked I(Jr six 

months to create a change plan. Further a new mission was fom1Ulatcd. The vice­

president held quarterly meetings with all plant employees and s)lared with them 

infom1ation related to the environment and the organizational pcrf(mnancc. The high 

pcrfom1ance work system was initiated by adopting a set of industry benchmarks for 

products and processes. They emphasized on education and training. All this created a 

business environment to produce a quality prodw;:t and -on-time delivery at the right 

price to the customers. 

Smillie and Hailey 64 suggested that participatory decision making within an 

organization irrespective of the hierarchical structure is required on<.:e NUOs grow to 

a certain size. Flat structures can hinder communication and participation. Clearly 

delineated hierarchies can be used to promote team building and decentralization. 

NGOs may be better served by establishing core values, creative leadership and a 

system both formal and informal for adapting to change. One such set of systems for 

coping with change concerns organizational learning. Tl~c authors cill:u examples of 
' . 

many South Asian Organizations that arc engaged in learning both through infci~mal 

participatory process such as regular interaction with local ~ommunitics, and through 

more formalized procedures of training~ research and evaluation. Although learning 

may initially be motivated by values and vision, it requires an infrastructure, for 

example management support, networks, facilities, time and management infom1ation 

system, as well as a set of implementation tools and methods to· make sure tluit 

processed information actually leads to bcha~ioural change. Fo.r example, financial 

reward, training opportunities, appraisal ~ch.cmcs ami evaluation techr1iques arc link<.:d 

·to indicators of productivity and quality. 

Kearns65 outlined three models of strategy fonnation for the non-profit organizations. 

These are, (i) The natiunal, analytic approach, which seeks to match an 

organization's strength with observed opportunities in the external environment 

through 'such exercises as environmental scanning. (i i) The elllrt'fJn'neuriul \'isioning 

approach in which an organization's performance, target or goal, and.the strategies, 

ta<.:ti<.:s, actions and resources needed to achieve it is dctcnnined. (iii) The incremental 

approach, in which the organizational strategies evolve slowly and gradually through 

a continuous process of politi<.:al bargaining and negotiating. These three paths to 
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organizational strategy can be traveled simultaneously .or consecutively. The key 

strategic decision- making issues that confront the managers in the non-profit ami 

public sectors relate to the future of these organizations; whether to grow. retrench, 

stabilize or collaborate; and if so, how? The author added that in this context it will be 

useful to identify the organization's distinctive competencies and comparative 

advantages; identify and select organizational strategies that arc consistent with their 

strategic environment; explore opportunities for different types of collaboration that 

require varying degree of interdependence with other organizations, for examples, 

shared resources, joint ventures and strategic alliances; and stimulate and encourage a 

culture of strategic thinking and strategic action throughout the organization. 

Mayounx 66 examined the experience of seven micro-finance programmes 111 

Cameroon. These programmes were carried out by different NliUs i\11 the seven 

micro-finance programmes place considerable reliance on client networks and 

voluntary input for loan disbursal and recovery, but follow dilh:rent IIIOlkls and 

approaches. In Cameroon as elsewhere these progmmmcs arc increasing targeted at 

women. The rotating savings and credit ~ctivitics (ROSCi\) played an increasing role 

in mobilizing savings at village level. The number of credit groups in the entire seven 

programmes increased manifold within four years. The study revealed enthusiasm of 

women for collective activity and possibility of building an existing social capital to 

im:n.:asc contribution to poverty alleviation. empowenm:nt and financial 

sustainabi I i ty. 

Tracy and Snavell7 carried out a study of rural NGOs in Southern Illinois and 

Mississippi Delta to investigate the role of trust in non-profit collaborative activities 

and the factors that influence the building of trust. Bonds of trust and consequent 

reciprocal behaviour help the collaboration survive rough times that arise from 

changes in law, funding, clients, employees etc. Certain characteristics and 

conditions of rural areas appear to make collaboration among scrvil:c organizations 

more difficult. The desire of servil:c jmwiders to collaborate. and the li.mn ami 

structure that those collaboration take on arc shar:ied by unique service - delivery 

problems like the spatial factors specially distribution of people . norms of behaviour 

and values of rural residents, the service and resource chalk11gcs clc. The desire ;u1d 

ability of organizations to enter into collaborations ami to trust partners is inl1uenced 

by the environmental factors. Amongst the internal organizational e1~vironment two 

factors arc particularly important, these . arc the organizational leadership and 
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organi:t.alional n:soun.:~.:s. From the external environment the impnrtanl bctors an: 

rural location, government policies and mandate, the race retaliations and community 

culture. 

Brown and Kalgaonkar68 discussed the support organizations and the evolution of the 

NGO sector. They expressed that NGOs arc increasingly recognized as important part 

in social, political and economic development. The authors have focussed on support 

organizations as agencies that play vital role in NGO sector evolution. The authors 

have examined the challenges that confront the NGO sector both from the external as 

well as the internal environment. Challenges from outside the sector arc· public 

legitimacy and accountability, relations with the government, relation with business, 

international relations, etc. The challenges from within the sector arc amateurism, 

restricted focus, material and resource scarcity, fragmentation, paternalism etc. Thus 

in many countries, support organizations have ernerged to provide services and· 

resources that strengthen the capacities or their constituents to accornplish thcir 

mission. The authors have identified five broad support fu11ctions. These are. (i) 

strengthening human and organization capacities, (ii) mobilizing materials resources, 

(iii) providing iilfonnation and intellectual resources, (iii) building alliance for mutual 

support, (iv) bridging to other sectors. 

The above mentioned wide range of literature review revealed the following insights: 

Regarding the various forces that had prompted the organizatioi1s to adopt change. arc 

organizational crisis, changing environment, need to attain better pcrformw11.:c. 

unfavourable iilterrelationships, co1i1petition. eagerness to improve quality, stake 

holder's pressure, sponsor's pressure (in G.l.sc ofNGOs), target scgmcnl".s m:ctl etc. 

As regards the various interventions, strategies designed and implcmentetl at various 

stages of change management process, they arc as· follows: the tliffcrcnt types of 

meetings and workshops held like the diagnostic and action pl~uming 

meetings/workshops (OD), individual .ar~J organizational lite road exercise, visioning 

,etc., the HRD activities like the programmes related to capacity huilding or the 

organizational members and the target segment (in case ofNGOs). skill enhancement, 

' managerial efJectiveness, organizational recnginecring. organizatior1al learning, team 

huilding. lah training et~., environrm:ntal scanning and- analysis; <>pen System 

.Planning in which the external anti intemal cnvironrm:nt ;.u~.: co.nsidcn:d in planning 

change, networking with other partners, Process Consultation, Participatory Rural 



Appraisal (PRA), Action Research. Survey Feedback, collaborative working, target 

people mobilization, Self-1-lclp Group Approa<.:h, Large St:ale SyslL'm Change 

Prograrnmc, Self Dirc<.:ted Teams, Ji..mning High Involvement Organiz.atiuns and I ligh 

l'crform<mce Work System etc. 

Relating to the role and innuence of individual, group ami organizational dynamics. 

the literature review revealed that the role of leadership is crucial f'vlotivation, team 

work or collaborative working has a positive impact in the change process. Better 

interpersonal relationships kd to emergence of a more cohesive group that crl:ate a 

feeling of collective responsibility. Building of trust r<:lationship among people and 

orga~1izations in the collaboration is vital. 

The effectiveness of various OD interventions used fur brinEing change in the t~( iO 

mindsct cim be described as f(Jllows. OD process is abk to instill a ll.~eling or 
collective responsibility. Moreover its outcorm: is that the internal .mctllhcrs arc r1ow 

more confiucnt to carry forward change. The UU process hdpL:d the orgartiz.aliun to 

get stabilized. Involvement of pet)plc in the OD process led to better working rc_Jations 

among the members. It bridged the gap between the leader and mernbcrs. Survey · 

Fecuback w~s found to be an essential tool for learning unu change, and ~n important 

intervention that could be used as an instrumeut for periodically sensing the climate of 

an organization and for bringing organizational irnpro,'crnellls in structure. styles. 

policies, culture, climate etc. Action J{c~;c~trch wa:; f(nmd to he ;t ,·cry cfkctivc 

intervention in bringing change. Tools like Org~mization Lif'c Road. environmental 

scanning provided insight into ibc organization and the kind of cliallgcs it llecdcd to 

unucrgt>. PME (planning. monitoring and evaluation) is siguilic~wt whu1 it is 

participatory a11d flexible. Process Consultation lcJ to markcu increase in the 

c1Tectivcncss of the organization through improvement in the group processes. 

Various laboratory training mdhods arc suctcssl'ul in tkvl.'loping the L'XpertisL~ or 
-'Change Agents' from within the organization. 'Collaborative Worki11g· has a 

pusitivc irnpact in bringing ch;tngc. hunt t:irgc! people J~llillt -,lr view PIU\ at HI Self' 

Hdp Group Approach arc very dTc~.:tivc. 

The review of lit~:raturc revealed certain gaps, which arc as l()llows: res~.:arclt in 

Change Manngemcnt or OD is more concepts oriented besides consultancy based. OD 

activity mostly carried out across the world is based_ on processes and interventions 

developed in western countries. Literature related to culture specific inll:rventions 



l:arricd out m India is negligible.:. There is la~.:k of lill:raturc regarding the 

implementation of Change manitgemcnt concepts or OJ) models and the outcome of 

such exercises if conducted in organizations by the real practitioners or users. Rather . 

literatures ate available from consultant's viewpoint. I knee the real success rate of 

different change management exercises is difficult to assess: In India OD research is 

negligible, and in Ass~un it is neither initiated in corporate sector nor in non-corporate 

sector. There is dearth of literature both national and international. F,urther very 

limited literature was availahle regarding managing organizational change in NGOs. 

Problc1n under Study 

India has a great tradition of voluntary work, which has its roots in the pre­

independence period for the past two centuries. Many leade(,s gave a boost to this 

voluntary work, and encouraged people to work selflessly li.>r the nation, the socidy 

and the economy. This led to forniation of a numhcr of non-government 

organizations. Some of the problems rdated to these organizations arc discussed 

below. 

Rule. of voluntary action yet to be undei·stuud: The tra.gedy is that after decades of 

planning, the role of volw1tary action is yet to be properly understuoJ. The soci'cty as 
' 

well a~ the policy makers have attributed innumerable roles to the Voluntary 

Organi.zations (VOs) or the Non Governmental Organizations (NGOs) and presume 

that NGOs activity is remedy to all problems in the society. NGOs on the othedmnd 

are expected to play a critical role in all conceivable aspects of development. 

Role of NGOs itself fast changing: It has hcen seen that the role of. NGOs has b~en 

changing over the years. NGOs had undergone various generations of changing roles 

such as charity, relief, welfare, development and empowerment. Today people would 

like to see the NGOs pby the role as a development agerKy in th<..: present society. 

New roles demand new competencies and approaches from the NCiUs. 

Needjor professional competence: It must be recognized that present day NGOs 

require expertise of a different nature. Strategies radically different in approach and 

methodology need to he d<..:signed. Personnel with different attitudes ar1d orientation 

need to be mobile to reach the target groups. The need ·I(Jr professional and 

managerial competence of the staff of NGOs has come up. 

··The environmental demands: Every NGO has two sets of environment to numage 

namely the external and the internal environment. As the environment is dynamic, it 
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hrings forth new and changing demands and challenges f(lr the organization lo deal 

with. Thus lor sustaining itself it bec01m:s very much necessary f(lr the N(iO to get 

adapted according to the dcri1ands of the. changing environment. lienee there is an 

enormous need for these organizations to successfully manage change. The irony is 

that many of these NGOs either is not competent enough to manage change or are 

unaware of this need. 

NCO llfe cycle: NGOs need to cope up with change at different stage o(its life cycle. 

The NGOs shouldrespond to these demands of change witl1 an approp.riate strategy. 

NGOs strive towards bringing change: NGOs arc embedded in the same society that 

they strive to change. Often the values, attitudes and culture that NGOs are striking to 

change are also internalized in their members. 

Threat to longevity o/NGOs: The institutionalization and longevity of NGOs has heen 

an issue since many of them an.: founded hy highly motivatcd charismatic lcatkrs and 

tind it diilicult to continue with the same level of con1mitment w1d contribution ath:r 

the departure of such leaders. 

As mentioned before, today the NGOs have a vital role to play in development of the 

society in general and specific population in particular. The society and their target 

segment also place high hopes on them. The problems that the NGOs face at the 

international, national, state and local level arc unique. They have to overcome lot 

many hurdles to survive and ddiver services to their target segment. on· one hand 

they arc entrusted to change the societal mindsct, anJ on the other hanJ in orJcr, to 

survive anJ realize their objectives they themselves have to unJergo changes anJ 

manage them well. They Jcpend on the environment for their resources <mJ hence 

managing environment becomes a critical issue. Except for a few, many of the NGOs 

are not able to solve their problems to the greatest extent with their limited knowleJge 

or absence of knowledge in Managing Change. They need professional help in using 

certain techniques in this regard. In this context Urgani1.ation lkvdopnicnt (OD) has. 

become useful in undcrstw1Jing, prcJicting anJ managing OrganizationiJl Change 

successfully. Hence. the gaps that exist between interventions used by NCiOs at 

present, and the Jesirablc interventions that could be used. can be bridgeJ hy 

unJcrstanding and studying the OD process in NGOs. Keeping in view all these gaps 

a strong need was felt to initiate 00 research as to how change is managed at various 

stages of its process p.ositivcly. Considering the growing importance of NGO's role 



today, this study was undertaken in NGOs context to explore the relevance of various 

change management or 00 concepts in these organizations . . 
Objectives of the Study 

The study focussed on the following objectives: 

I. To study the various forces that prompted the NGOs to adopt change sin~:e their 

inception. 

2. To study the various interventions, strategies designed and implemented at various 

stages of change management process by the organi1.ations concerned. 

3. T9 understand the role and inf1uence of individual, group and organizational 

dynamics in the process or change m~inagcmcnt. 

4. To evaluate the effectiveness of various 00 interventions used for bringing 
f 

change in the NGO's mindset. 

5. To design and develop interventions and models for better management of change 

in NGOs. 

Methodology 

In order to fulfill the aforcmentione.d objectives of the study, a well thought research 

methodology was adopted. The functioning and activities of various ·non­

governmental organizations (NGOs) operating outside and within the state of Assam . 
were studied by means of sc~ondary data and pilot testing. Effort \vas exerted to 

understand the Change Ma.rwgernent efforts specially the Organizational 

Developmental activities ·of these organizations. Case 'studies were conducted in 

selected nwnber of NGOs to have <Ul in-depth study regarding the historical 

perspective of the organizations, the impact of the environmental changes on the 

vision, mission, 'goals, policies a.r1d methodologies adopted by the NGOs; the 

interventions and strategies used by various NGOs and their respective promoters and 

social workers in bringing change in the mindsets of the organizations concerned and 

the target people. and role of the supporting and or the sponsoring agencies in this 

context. Apart from this, effort was also given to study the individual and the group 

dynamics in th<.:sc organizations. Considering afl the Htclors it has been allclllplcd to 
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develop some suggestions for an c!Tcctive handling of organizational change with 

rdl;rencc to the NliOs in Assam. 

Data Collection 

In order to meet the requirements. of the research study an appropriate planning was 

done to collect relevant data both from primary and secondary sources. 

Secondary Data: Before carrying out the actual field research it was necessary to 

have an undcrstariding of the research subjec~ and its practice. It \Vas also essential to 

have an understanding on the· working of the NGOs. Thus the . sccomhtr); data 

collection was focused on the fu\\0\ving aspects: 

(I) To gather infom1ation on the concept of change mariagcment and organizational 

development, and to gain an understanding of its practice in real situatior1. To J-'.ai11 

knowledge of origin ~1d evolution of NliO sector in India; (2) To gather inf(mnation 

oil NGO profile of Assam. North cast India. India and World. (.l) To know the vnriuus 

organizations supporting and sponsoring the NljO sector. ( 4) To develop knowledge 

related to the performance of various NGOs especially of those in Assam. 

The data relevant to the above !lSpects were collected from a number of sources such 

as past studies, published papers, different directories, articles.· reports, organizational 

files and databases, websites, brochures, newsletters etc. tvtany organizations and 

institutions were visited for this purpose. which arc as li.lllows-

I 

( I) Indian Institute of Public Administration, New Delhi. (2) Centre f(lr Applied 

Manpower Research, New Delhi, (3) lNSDOC, New Delhi (4) Indian Sm:icty of 

Applied Behavioral Science, New Delhi. (5) OD Institute, New Delhi, (6) Society fur 

Participatory Research in Asia (PRlA), New Delhi, (7) Association for Third Sector 

Research in India (ATRl), New Delhi, (8) Cen'trc for Organizational Dcveloprm:nt, 

Hydcrabad, (9) Office of Registrar of Societies, Guwahati. (I 0) Indian Institute of 

Entrepreneurship (liE), Guwahati, ( 11) Indian Institute of Bank l'v1anagcment (I IBM). 

Guwahati, ( 12) North Eastern Dcvclo~mcnt Finance Corpowtion (NEDFI), Guwahati, 

(13)· Reshtriya. Grarnin Vikas Nidhi (RGVN). Guwahati. ( 14) Omio Kum'ar Das 

Instututc of Social Change and Development, Guwahati. ( 15) Council . fi.n 

Advancement of People's Action ami Rural Technology (CAI'/\I{T). ( iuwahati. ( 16) 

National Institute of Rural Development (NIRD). Guwahati. ( 17)' State Institute of 

Rural Development (SlRD), Guwabati, (18) Gauhati University, Guwahati ( 19) 

National Institute of Public Coop~ration and Child Development (NIPCCD}. 
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Guwahati. (20) Indo Gem1:m Social Service Society (IGSSS). Tczpur and (luwahati, 

(21) The N<iOs where t:ase studies were carried out, (n) Social Wei !:Ire I >cpartment, 

Govenimcnl of Assam, (21) Libraries of various institutions, (22) Relevant web sites. 

Primary Data: The process of selecting NGOs for the study took place at three 

stages. In the first stage the criteria for selection of NGOs were decided in 

consultation with the research guide and other experts after studying the existing 

profile of NGOs in Assam. In the second stage the criteria for selecting the eight 

NGOs were identified by various experts. In the third stage the actual primary data 
' 

collection from the targeted NGOs resumed. For this purpose "case study method" 

was chosen for collecting information from the NGOs. Interviews with people from 

ditlerent levels of the organization were conducted. Observation method was also 

used. Different organizational meetings and workshops were attended. Discussions 

were also held with persons from the supporting and sponsoring agcm:ics apart l'ro111 

the target people, social workers and the experts in the area of research. At the initial 

stage a "pilot study" was conducted. 

Case Study Method 

The case study method is a very popular fonn of qualitative analysis and involves 

careful and complc!c observation of social units. It is a mdhod of study in depth. The 

case study places more emphasis on the full analysis of a limited nwnber of units or 

conditions and their interrelations. It deals with the processes that take place and their 

interrelationship. The object of the case study method is to locate the factors that 

account for the behaviour patterns of the given unit as an integrated totality. In hrid it 

can be said that the cases· study method is a fi.mn of 4ualitative analysis wiH.:reirY:~~ 

careful and complete observation of an individual or a situation or an institution rs 

done. Further, e1Torts are made to study in detail eath and every aspect, which ts 

related to the research area, and then from case data generalizations the inferences ar,p 

drawn. 

Thus viewing. the above characteristics tltc cast: study mt:thod was found to be 

appropriate in carrying out in depth study or the selected NUOs. 
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Major Phases Involved: The major phases involved in case study arc as tolluws-

1. Recognizing and determining the phenomenon to be investigated and the units 

of attention. 

2. Collecting and examining data with reference to the ahove mentioned 

phenomenon. 

3. Diagnosing and identifying the causal factors as a basis for remedial or 

developmental treatment. 
'-~ 

Units: (:'or the purpose of case study NGOs both successful and less successful were 

~hosen in the ratio of 3:1. Thus a total of eight NGOs comprising six successful and 

two less successful were chosen based on certaii1 parameters. 

Criteria for selection of the NGOs: The criteria that were considered while selecting 

the NUOs arc as follows: 

I. Non governmental organizations, which arc nun-profit oriented. working towards 

developmental action on voluntary basis; 

2. The organizations should have completed at least seven years of existence; 

3_. They should have allcasllen pcrsom working full lime; 

4. They should be based at Assam; 

5. They should be well known at least within the state. 

The NGOs were selected in two steps: This was done in otder to arrive at the 

final list of suitable NGOs, where case study was to be carried. 

Step: I 

Seventy NGOs of Assam who meet the above criteria wen.: chosen based on the 

information obtained from secondary source of data. An. open-ended questionnaire 

was administered to these NGOs through mail. 

Objectives: 

(I) To get preliminary information about the NGO like its year of csta.blishmcnt. 

·vision, mission, objectives, activities, area of operation, sponsoring and supporting 

agencies, target segment, promoters, empioyees etc. (2) To cross check the 

information provided in the secondary smm:es including thL' authenticity of the 

organization; (3) The problems and challenges l~tc.cd. ( 4) The di ffcrcnt Change rclall.:J 

or Organization Development related interventions designed. 
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Step: II 

For selecting the NGOs for case study purpose, intormation pertaining to the above 

NGOs was gathered from different sources. Certain parameters were used to select the 

linallist. Details arc given below. 

Parameters to judge success of an NGO: 

( 1 )Quality of loan, grant (funding) received and their utilization; (2) Payback ofloan; 

(3) Project implementation; (4) Developmental work carried out i.e. the impact of its 

work in the society; (5) Reputation of the NGOs; (6) Positive feedback from the 

funding and the supporting agencies. 

In order to collect ·information pertaining to the ab<We parameters (related to the 

seventy NGOs) and finalize the list of successful and less successful NGOs, the 

f(>llowing categories of clcrm:nts were choscn. 

1. Funding and suppurling agencies : A wide spet:trum of iniC.mnation was 

obtained from the funding agencies with refere!lt.:e to the NCIOs like. thc funding 

assistance given to the individual NliOs. the utilization of this fund, the payback of 

loans, the professionalism, innuvativcncss, dynamism of the NUOs, and the overall 

view on their performance and' reputation. Effort was also given to collect infom1ation 

regarding the initiative and participation of the NGOs in dilll:rcnt Organizational 

Development related activities viz. wofl.;.shops, training programmes, seminars etc. 

2. Beneficiaries: Information· \\'as trit.:J to bt.: obtaint.:d from the bt.:ndiciarit.:s 

regarding the type and quality of devdopmental work done by the NGOs. A ranking 

of the NGOs was also obtained from tht.:m. 

3. Eminent citizen/social worker: A ranking of the NGOs was obtained from 

eminent people from the society comprising some reputed social \vorkers and eminent 

citizens. 

4. Peers/other NGOs: Other NGOs v.-ere approached to name the successful and 

less successFul NGOs from the list of NGOs provided to them so as to ohtain a peer 

rating. 

Information was obtained through interactions with different individuals and referring 

seconJary Jata. Accordingly six top ranked succcssful NCiOs were sdectcJ. 

Fur selecting the kss successful NGOs. the critcria used arc as f(,llows: NliOs that 

were very successful earlier and previously r-cnm,:ncd in their area of work and 

carried high credibility amongst its stakeholders, but now that had greatly declined. 

Further they would be getting poor ranks in ihe success criteria/parameters. Fecdhack 
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from the same set of clements was obtained to select the two kss successful NliOs 

(from the same list of seventy NGOs). 

'/he clement l~j' the case study: Diffen:nt individuals who an: the 111ernhns of the 

NGOs and substantially involved in it were chosen for. gathc.ring information. They 

were either paid employees or the unpaid, working or voluntary basis. The different 

categories were the following:-

l.The Promoters: They are the people who have established the organization. They 

were the right people from whom vital infom1ation related to the organization were 

obtained, like the historical, cultural, evolutionary aspects; the vision; mission, 

objective at the inception time and the changes that had been brought about therein; 

the strategies undertaken, the challenges, problems dealt over a time; the difTerent 

methodologies adopted by the organization; the organizational prm:csscs, the dim:rcnt 

Organizational Development activities carried out; the difli.:rent changes that had been 

brought about, the different supporting agencies assisting them, feedback related to 

·the individu~l and group dynamics for example, the type of leadership .the team 

building effort, conflict, interpersonal relationship etc., employee 

involvement/participation etc. 

2. The Ojjice Bearers: Infonnation related to the VISion, mission, objectives; the 

different organizational activities; strategy planning; organizing, staf1ing and 

controlling systems, ways and means adopted to adapt to the environment; 
' 

relationship with the target segment, the different sponsoring or supporting agencies; 

the different social workers involved' with the organization; the diflcrent types of 

teams in the organizations, the contribtition of the individuals, power and politics. the 

inter group relations, team hLrilding ''l:rti.,rts, the Jiffi:rent changes anJ OJ) rdated 

activities/ interventions; the different challenges and problems faced; the problem 

solving methods; the leadership; the dccisiun making process etc . 

. 3. The employees/ workers: They itre the peoplc who havc build up the organization 

and constitute a very important part of the organizational dynamics. Hcnce, an array 

of information was to be obtained from them. like the extent of their participation in 

the different organizational process like goal setting. action planning. decision 

making, leading and managing changes. their individual contributions to the 

organization, power and politics, interpersonal rclat~onships. individual strengths and 

weaknesses, role darity, the different program.mcs conductcJ ll.lr them li.H skills 
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enhancement or training ami organizational learning efforts. their views on the top 

management /the board and the organi:t.ationallcadcrs etc. 

Extent : For the purpose or this study all N< iOs operating Ill i\ssam had IX.TII 

considered from which based on the· aforementioned criteria eight of them were 

selected. 

Time: The major phase of primary data collection was carried ~n1t from July 200 I to 

June 2004. 

Data collection from the Funding and Supporting Agencies 

Objectives: These organizations were selected on judgmental basis. The data collected 

pertained to fw1ds, assistance or support extended to the NGOs and Iced hack 

regarding their performance. Almost all these organizations perform both the 

functions of supporting and funding th..; N<iOs. Sorm: of these organi/.ations arc 

(I) Rashtriya Gram in Yikas Nidhi (RGYN ), (2) North East Development Financial 

Corporation (NEDI.-1), (3) Council I(Jr i\dvam:cmenl of people's i\ction and !{ural 

Technology (CAPART) , (4) National Bank for Rural Dcvdopn~cnt ( NABARD). 

(5) Department of Social Welfare, Government of Assam, (6) Department of Rural 

Development, Government of Assain, (7) Indian Institute of Bank Management 

(llBM), (8) Indian Institute of entrepreneurship(IIE), (9) State Institute of Rural 

Development (SIRD),(l O)National Institute of Rural Development (NIR~). (II) 

National Institute of Public Cooperation and Child Development (N IPCCD), ( 12) 

Indo Gem1an Social Service Society (IGSSS). 

Elements: Different individuals in the above mentioned organizations, who arc 

involved in providing assistance to the NUOs in h:rms of funding, training, 01 >; 

monitoring the NGOs in the project implementation etc. are incluc..lcc..l in the stuc..ly. 

Methodology: Primary information was. collected through interactions with the 

individuals. Secondary information was also obtained from available reports. 

newsletters, brochures, official c..locuments etc. 

Extent: Assam. 

Time: The major phase of this c..lata collection was conducted from January 200 I to 

June 24, 2002 
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Primary information from social workers/leading citizcn.s 

Objectives: Information from this set of people was essential in order to select the 

NGOs for study. Important information related to the history of voluntary work in the 

state and reputation of NGOs was obtained from them. This helped in finalizing the 

list ofNGOs. 

Element: Different social workers and leading citizens, who have good reputation in 

the society and who are extensively associated in social work. 

Extent: Assam 

Time: December 2000 to June 2002 

Views from experts in the field of Change Management(!} I ODI NGO 

Objective: It had the following objectives. 

I. To develop a better understanding on the concept of change management and 

or OD/ and NUO. 

2. To identify the criteria for selecting the NGOs for study especially those for 

selecting the successful and less successful NGOs and the methodology to be 

adopted for the same. 

Element: Individuals who arc suppllsed to be well verseJ in the research area and 

have done or arc involved in doing substantial work in the area of research. They may 

have been the academicians, researchers, consultants, frcelancers. etc. 

Extent: The researcher covered several places of India in order to colkct inf(mnation 

personally through discussions, participation in workshops and seminars in addition to 

corresponding through mail. 

Time: August 2000 to January 2002. 

Feedback from the Target Segment 
The rescan.:hcr also tried to get l<.:edback rrom the targd scgtw.:nt l(lr the purpose of 

this study. 

Objectives: They are as follows: 

(I) To obtain information related to the performance I activity of vat:ious N(i()s 

in their area both in the past and present; (2) To finalize the list of NGOs for . 
C8SC study; (3) ·ro know about their involvement in the activities of the NGOs. 

Element: Representatives of the ·population from the area earmarked by the 

NGOs as their Target Area. 
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Extent: Assam 
Time: Uecemlx:r 2000 to January 2003. 

Pilot Testing 
Before actually proceeding with C?Se study in the different NGOs, pilot testing of the 

research approach was conducted in one of the NGOs, which reflected most of the 

characteristics of the units under consideration. Interactions were held with 

individuals at different levels namely, the promoters, the head of the organization and 

the other office bearers, coordinators of different divisions/departments/ projects, 

employees from different divisions/ departments/ projects/ groups and the lick! 

workers. Accordirigly necessary modifications were made in the research approach, 

content of questions etc. 

Table 2.1 shows the category of eJemcnt and their figure that \vas considered for the 

study purpose. 

Table 2.1 Category of H.espondcnts for l'rirnnry Uatn Collection 
-------·------ ------ ··- -

Category Nulllhcr or rcspolldCIIIS 

Supporting and funding agencies 30 

Social workers/leading citizens 21 

Target segment 76 

Top Management 34 

Promoters 6 

Ex-officio member 10 

Heads of the units/teams ]4 

Stafr 47 

Worker 64 

Training cell personnel 4 

The above ligures have included all the tcam/unit/dcpartmcnt heads of the NGOs, one 

to two subordinate and starr rncrnhers or these teams. /\t least four persons from the 

top management were included in the study. FccJhack from at least om: cx-onicio 

member was taken. All available promoters were included. All members from training 

cell (wherever existed) were considered for study. All the chiefs of the funding and 

the supporting agencies were interviewed. /\part t"rom that the persons n:sponsihlc l(lr 
. I 

coordinating NGO activities/projects and training were included. Target Segment 

population was selected on random basis in the area eam1arkcd by the NGOs and in 

some cases hased on the names of individuals/l~unilies provided hy the NGOs. 
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Scope and Limitations of Study 

Scope: The scope ofthis study is as follows: 

1. The research study covered both the successful and less successful NGOs in 

Assam, in the ratio of 3: 1, based on certain parameters. Effort was given to carry out 

study in depth in these organizations. 

2. J\Ucmpt was made to collect inl(mnation from the promoters, the oflicc 

bearers (Secretary, President or Chaim1an etc.), the NGO members. staff and workers. 

the social workers, funding and supporting agencies as well as the target segment for 

whom the NGO work. 

3. The study focused on the individual dynamics, group dynamics. organizational 

dynamit:s, besides knowing about the evolution of the N< i< ), its 111ission, goals and 

objectives, planning, organizing, stalling, leading and controlling processes, its nl:ed 

to manage change by appropriately responuing to the environment anu contribution of 

the· internal and external members towards this end, the positive and negative forces 

influencing the organization, the organizational ucvclopment/ improvement exercises, 

the problem solving methods, relationship with the target segn1ent, taking up activities 

etc. 

· 4. Views of experts in the field of Change Management, OD, Voluntary work 

was taken. 

5. Emphasis was gtven to study the different 00 efli.>rts exerteu hy di ffcrent 

NGOs by going through the secondary inforn1ation sources. 

6. An extensive review of literature was conducted to understand the application 

of change management and OD in various organizations. 

Limitations 

1. Though NGOs mean a variety of non- governmental organizations, for the 

purpose of this research study only those organizations were considered which arc 

voluntary, non- prolit orienteu. working towarus developmental action. 

2. The actual research study (case study) toe used on only a selected number of 

NGOs and thus it had to omit the r.est. 
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3. All-parameters of change were not taken into account. It was more from Human 

Resource Management, Organizational Development perspective. . . 

4. Many·expcrts in the area of research might have existed, but the researcher diu not 
I 

have the knowledge regarding this. Hence, feedback was obtained from a selected 

few that too depended on the experts' willingness to respond. 

5. Time factor 

Despite the eagerness of the researcher to take part in different Organizational 

Developmental activities of the NGO, due to paucity of time it might not huve been 

possible to do so. 

6. The researcher based on her study to a greater extent on the pnmary and 

secondary data provided hy the members of the NCIO. Transpan:m:y of these 

organizutions and the uuthenticity of the data arc i111portant. 

7. Most of the literature is concept hused rather than applicution oriented. Literatures 

pertaining to application of change management and OD in India ure limited und that· 

of Assam is absent. 

Chaptcrisation plan 

The chapterisation plan is as follows.: In the first chapter the conceptual background 

is pres_ented. Review of literature at the national, international level and that oCrcal 

case studies of NGOs, problem and objectives of this study, research methodology, 

scope and limitations, chapterisation plan are included in the second dwpler. !\ 

perspective of non-governmental organizations in India, profile of NGOs of World, 

India, North East India and Assam, and a brief profile of the sample of NGOs arc laid 

·down in the third chapter. The 'Change Management Process' of the successful 

NGOs is analyzed in the fourth clwpter, and that of the less successful NGOs is 

. discussed in the fifih chapter. The sixth chapter includes a comparative analysis of the 

Change Management Process, SWOT anulysis and rorce Field analysis of the studied 

NGOs. Finally the findings and suggestions arc presented in the last chapter i.e. in the 

seventh clwpter. Few conceptual models for better management or change arc also 
I , 

suggested in this chapter. 
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Chapter- 3 · 

NON GOVERNMENTAL 
ORG NIZATIONS: A 

PERSP.ECTIVE . 



Voluntary initiatives by citizens have existed throughout hum~ society. In different 

periods of history and in dillcrent societies, they have taken dillcrcnt forms and 

expressions. They represent the response of ordinary citizens to improve situations 

and living conditiqns around them in their societies. Thus voluntary initiatives 

contribute to the process of social change as perceived by its initiators. NGOs in our 

country are a more modem manifestation of such initiatives. Their relevance and 

contributions arc being increasingly recognized in the society. The work Of NGOs in 

India has significantly atlected government progran1mes and policies on ditlerent 

aspects of developmen~ in the country. 

Non-governmental Organizations in India 

India has a great tradition of voluntary work. The tragedy is that alkr several decades 

of planning their role is· yet to be understood. The role of NGOs is changing with 

time. Limited effort was made by Govemn~ent of India up to sixth plan to <kline the 

role of these agetH.:ies. In the seventh live year plan. for the first ti111e these agencies 

were given the freedom to plan their own schemes and follow a methodology they 

thought best to tackle issues like poverty, unemployment etc. The government framed 

policies to involve the NGOs in developmental activities, as it felt that this task was 

gigantic and it .needed people's participation. This resulted in the formation of many 

village -level groups in the NGO sector, both formal and inforn1al, but without 

getting institutior~alized. The growth of institutions has heen detrimental to voluntary 

effort in the villages where t1exibility is required, and where rules and bureaucracy 

would not destroy the ability to improvise or respond to the felt needs of the poor 

quickly, effectively and without intermediaries. Hence. it was necessary for the NGOs 

to adopt strategies different from those of the government. Like govenunent they too 

had the basic objectiv~s of improving the conditions of the poor and believed in 
. . I 

developme~t with social justice and equality. The government expected from the 

NGOs the generation · and experimen~ation of new ideas, approaches and 

developmental models. The work 'of NGOs has significantly affected government 

programmes and policies on different aspects of development in. the country. 

Experiments created by these organizations iii the areas of education, health, drinking 

water, poverty alleviation etc;. were adopted by the government as part of its own 

poliCies and programmes. The formation of self-help groups and NGOs working in 

80 



the area of tllicro-linam:e or micro-cn.:dit is a gn:at leap towards empowering people 

unJ achieving sevcrul objectives. 

But still an area of concern for the NGOs is the matter related to linancial security. 

Much of their functioning depends on availability of funds. When the llow of funds 

from the funding agencies stops, they arc in crisis. In many cases they have to 

abandon their project or activity for dearth of funds. Only in limited cases they arc 

able to continue their activity with community support in absence of funds, as society 

too thinks that the NGOs have been sponsored to carry out the activity. Thus lor 

sustaining their work under an uncertain donor environment, NGOs nrc compelled to 

access/self- generate the resources for their own survival or fur their target segment. 

They arc unable to focus solely on developmental work as a substantial cflort. Time 

and manpower are diverted towards generating money. Those NGOs who have not 

been ahlc to do so either arc struggling fill· llu.:ir cxislcncc or l1avt: died otll. 

Evolution of NGOs in India 

lnJia's complexity as a country lies 111 its religious, political, ethnic, social anJ 

cultural diversity·and its long history of civilization. Hence, describing the history of 

non-government sector in India is a challenging task because no single underlying 

theme and pattern characterizes the development of this sector in India. The origin 

and development of this sector in India has been shaped by two major inlluences: one 

rooted in indigenous traditions and value systems and the other a product of the 

interface between Indian society <:md the western/ modern world. The history of NGO 

sector in InJia can, for the sake of convenience, he comprchctH.kd in f(n•r phases. 

These arc, ( l) the pre-colonial phase ( 1500 BC to late eighteenth century); (2) the 

colonial phase (late eighteenth century to 194 7 AD); (3) the post -independence 

phase up tu the emergenc_y of the 1975; the post enkrge1icy phase; and a.fier 

globalization.• These are discussed below. 

l're-Colonial Phase: Voluntarism has been an integral part of Indian Society. It has 

been ri1entioncd in the Rig Veda (an <mcient Hindu scripture), which dates back to 

1500 BC, that "May the one ·who give shine most" in order to encourage charity. 

Similarly, Upanislwds- another revered ancient text in llindu philosophy has enjoined 

the practices of charity on householders. The t\!(uw .\"umliitu constitutes anolhcr 

important ancient Hindu text in which it is declared that in ·Kaliyuga (contemporary 

·phase of human history), charity is the highest virtue. 
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During pre-colonial phase responsihility for welfare activities ami social service was 

largdy shared between the state, rdigion and social organization. The kings and rulers 

used to take care of indigenous culture and art, recreation, education, health etc. For 

· example, Chola (an ancient Tamil Kingdom on the lower east west of the India along 

the banks of river Kaveri) kingdom used to have village and district councils with a 

considerable measure of local autonomy. Besides administration, they were also 

engaged in welfare activities. The inscriptions left by Cholas testify to their splendid 

social and governmental organizations. 2 
• 

Charity inspired by religious beliefs and values continued to remain popular and fairly 

widespread in pre-colonia~ lndia. The married members of the Duslmumi Akhuru (a 

sect of Hinduism), called Gosains were actively engaged in the field of education, 

religion, administration, charity, construction work for public utility, and civil 

administration. 3 

Religious institutions 111 am:ient India (up to 12111 century AD) wen.: also actively 

engaged in the field of education. There arc accounts of the small residential ashrams 

as educational estaqlishments run by a teacher who admitted only a limited number of 

select pupils. During medieval period (from 12th Century AD to 16111 dcntury AD) the 

old systems of imparting education_continucd with slight variations. The 'pathsala ·or 

' primary school and residential institute of Sanskrit learning were the two main pillars 

on which medieval scholastic traditions were supported. The 'matha' or cloister 

attached to Hindu temple was also an important centre of religious studies as was the 

'akhara' a saivite monastic traditional establishment. 

The emergence of Buddhism (during 600 UC) provided a m:w approach to the concept 

of voluntarism and social service. Besides ministering to the spiritual needs of the 

people, the members of the Sangha engaged in service to the poor and needy. The 

ancient educational institutions during Buddhist period grew out of the monastic 

settlement formed for the study of the ·law. An elaboration or these institutions was 

Vihara or monastery. In Jainism ( 600 13C), there arc accounts of religious 

organizations of the Sramanas engaged in charitable and welfare activities. Hospitals 

arc freely mentioned in Jain literature. During the rule of t\lu,L:Iwl dynasty, l'vluslims 
., 

Were enjoined to give a tiflh or their income to the poor members or their COilllllllnity; 

Parsis cared tor their poor through their l'anclwyat and a strong traJition of 

community service; and the Sikhs through their.Gurdwaras. 
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The foregoing account on the concept and practice of voluntarism during the pre-

wlonial phase suggest that they were closely inlluem:cd hy thc social and religious 

values, which in turn were derived from the contemporary rulers to an extent. 

Voluntarism and social service, Juring this phase .also played an important role in thc 

sphere of social and economic dt:vclopmcnt. They opcratcd in the Jicld or education, 

medicine, culture, environmental protection, and in situations of crisis such as 

droughts, floods, epidemics, foreign invasions etc .. Social institutions and practices 

outsiJc the politic:.1l system, viz. joint bmily, C;.tsle groups, guild~. ~11ld n:ligiously 

motivated philru1thropists, took care of the disadvantaged and the poor. 

Architects·and artisans also formed guilds which playeJ a prolllincnt part in the life of 

the community making contributions to the buiiJing ol' shrines and temples (Walker). 

Other organized . forms o'f pre-modern institutions that· possessed a Jistinct 

org:tni:.r.alional charncll:r were the workrnen's co(lpcrativcs 111ul l'.11ild~; udkd Ni):lltl/11. 

Sungha, ~'rini, Puga <m~ Nikaya. Each guild had its head or president wiJu was called 

Jathaka I Jyesthaka. With the advcn.t of Mughal rule in India, tv1uslim religious and 

social life star1cd setting the rules and conventions with regard to different tcm11s of 

charily m1d philru1thropy; viz .. Zukat. The main purpose of Zakat \Vas assistm:u; to the 

needy, but it was utilized for the nwintcnance of karw:d people and li.n promotion of 

cJm:alion. It was customary for philar1thropists to ked the hungry. cst:1hlish l'rn: 

kitchen, build roadside wells, J>iyaus (drinking water bottles), SuNtis (inns), Mo.WJUes 

(which also served as schools). orphanages, hospitals. l~ridgcs etc. The practice of 

creating Wuqj.\· or lrusb. which primarily took the fmm of an assignment of land, had 

started very early among tvluslims and . the expenditures of most pl1ilanthropie 

establishment was met out of the income of \Vaal's. Rulers who \vished to provide 1\lr 

maintenance of scholars of the KhumJahs (heads of religions iilslitution) or of Suji 

saints assigned revenue- free land to them. 

·Christianity und the cu/unia/ rulers brot1ght in the modern notioJI uf voluntarisiJl and 

philanlhropy lo India. The ronnal organizationul l<,l·m of voluntarism had its origin in 

the phuse of Portuguese (from 1500 AD till tile cnJ of IG'" Century AU) and Uritish 

rule. Like Buddhism, Christianity too created an onkr of Ittnnks vmvcd to eh:1stity 

and elirriination ol' misery in response to the urge among men lo dcdicall: themselves 

to the service of GoJ through tltc service of human beings. 

kfilestones of Pre-Colonial Phase: Voluntarism was always an integral part of·Jndian 

society. Ancient 'llindu' scriptures ciiL:tlUnlged charity. During pn.>-colt;llial phas~: 



responsibility for wdfan; m:tivitics ami social service was largdy shared between the 

stat~.:, religion and social organizations. Various acts or charity ami wdli1rt..: were 

conducted by institutions of ditTerent religions like Hinduism, Uuddhism, Jainism :.md 

Muslims. The Mughal rule in India initiated changes in Muslim religious and social 

life by setting the rules and conventions with regard to diflcrcnt ft>rms of charity and 

philanthropy. Voluntarism and social service during the pre-colonial phase played an 

important role in the sphere of ?Ocio-economic development. In the later years 

Christianity and the colonial rulers brought to India the modern and western notion of 

voluntarism and philanthropy. Thus colonial phase Iilanifcstcd new characteristics of 

voluntarism in India. 
I 

Coloninl Phase: Lkvclopment or the non-pn>fit set:tor during the colonial phase 

(during late eightcen-centur)'), is closely linked with th~ social n:f(mn and freedom 

movement. At the same time the British colonial administration also supported some 

religions and private organi/.ations engaged in providing social services. The early 

nineteen-century saw the emergence of a small but dynamic group of Indian leaders 

who were influenced by liberal and progressive ideas of Britishers. Their early effort 

at social reform was directed·at cleansing Hindu religion of what they perceived to be 

its shortcomings.The activities in the non-profit arena during late nineteenth century 

and early twenty-century were shaded with nationalist sentiments. rvl:wy of these 

institutions were engaged in awareness generations, conscientisation and mobilization 

of the masses to struggle for self-rule and self- reliance. Later on, Mahatma Gandhi 

combined the nationalist sentiments with constructive work at the grass root level. 

The following sections deals with the changing nature and roil: of non- prolit 

associations during the colonial phase. 
~ . 

Christian !vfissionuries and lndigelious Rejimn Jl..!oi'L'f//ents: The English educated 

upper middle class, especially in Bengal and western India, were the first to be 

inl1ucnced by the new ideas. They started building groups and associations. and 

initiated a process of collective relJection ru1d action on the problems of JnJian 

society. This marked the beginning of indigenous non -profit orgru1izations engaged in 

social rcl(>nn and change oriented activities in the nH;dcm period. /\t the same time 

. cl'li>rts· by Christian missionaries in the lic.:ld or education ;111d health care constitull'd 

another lurm or non -profit organization intervention. Many Ctlllll:rHporary social 

reform movements were influenced and inspired by the efforts made by missionaries 

and ~nitiatcd a wide range of _social activities. The case of Ramakrishna /I.-fission, li.Jr 
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example, illustrates a pioneer e!lort: which carried out a wid~ range of actions ranging 

from providing service to thl! poor to meet developmental m:eds of the people. 

The spirit of refonn beginning with the efforts of Raja Rammohan Roy in Bengal 

embraced almost the whole of India. Apart from the Bra/uno Samqj, which had 

branches in several parts of the country, the paramlwnsa Manda/i and the Prarthana 

Samaj(Prayer Society) in Western India and the Arya Samaj in North India were 

some of the other important movements among the Hindus. Prarthana Samaj started 

under the leadership ofjusticc Mahadcv Govind Ranadc was 'an important offshoot of 

. the Brahma Samaj. The objectives of the organization were to oppose the caste 

system, to introduce widow remarriage, to encourage female education, and to abolish 

child marriage. With almost similar objectives, Dev Sanu~j was established in thl! year 

1887 by Dev Alma. Several other regional and caste based movements came into fray 

in different parts of the country. The Ahmecliya and Aligarh movements, the ,')'ifw.h 

Sahha, and the Rehnumui Mazdeyasan Sahlw rl!prl!scntcd thl! sprit of' rel(mn among 

the Muslims, Sikhs and Parsecs respectively. In Mulwmstra, even thl! backward 

castes were actively engaged in social refonn activities. One of the most remarkable 

social refonners of the l91
h century in the region was Mahatma .lyoti.Rao Plutle who 

f(mndcd the Satya .\'/wdlwk Sanu~i in 1873. lie worked towards education li.>r children, 

widow remarriages, orphans etc. lie f<.>ught f<.>r the rights, equity and justice of the 

oppresse~. Several other organizations and individuals like Narayan /Jiwmw 

Paripalak Sabha, Bombay Education Society, the Depressed Class Misssion S'ociety. 

Dr. B.R. Amhedkar etc. endeavoured towards education of the backward class. 4 

In the 1880's, Arya Samaj mJdc spectacular advances particularly in North India 

under the leadership of Swami Dayanand. It was able to gain the loyalty of reform -

minded educated young l!ll!n of Northern India. The rm:rnhcrship of this organi/.ation 

increased tremendously by 1920s. It established a network of educational institutions 

all over the India. Another noteworthy non -profit institution established during early 

20th Century was Radhasoami Satsang Sabha. It established and managed educational 

institutions and social welfare associations, ayurvedic. homeopathic and unani 

dispensaries. 

Southern India also witnessed the emergence of a variety of social rcl(mn groups, 

caste-based associations, anJ institutions initiated by women. Virasalingam of the 

Telegu speaking province founded the Rajahmunclri Social R(~j(mn association in 

1878 to promote widow remarriage as its principal ohjectivc. K.N. Naturc~jan started 
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th<..: influential journal Indian Social Rt~/hrmer in I R<JO 111 Madras. Allied to the 

journal, a llindhu social Rd(mn Association was also startnl hy the young Madras 

Party. for the first time ail ::!lcmpt was made to launch an all- lnJia social reform 

movement when Justice Govind Ranade organized a National Social Conference. In 

Andhra Pradesh, th<..: dominant cast<..: or RcdJy _anti Kammas l(mncJ their own t:ast~: 

associations. One of the early activities of these associations was establishing 

educational institutions for village youths. In the year I 902, /Jundaru Acchambu 

started the BrinJuvan ,)'tree Samajam (a women association) in J\ndhra Pradesh. In 

1903 she traveled all over the state, setting up similar women's organizations. She 

worked for the cause of women and children. In 1923, Durgabai Deshmukh started 

the Balika Hindi Pathsala at Kakinanda in Andhra Pradesh. The basic aim was to 

promote learning of Hindi. During 1940-42 she organized AnJhra Mahila Sahha. It 

provided education ·to the destitut·c <111d widows, a11d tu hrillJ'. socin-l'Ctlllnlnic 

development. During 1930's SUllllllCr schuoh on ccunuJnics and pulitics were 

organized for peasant activities in Andhra Pradesh. 

In 1921 with the initiative of Mahatma Gandhi the first women voluntary organization 

in the North Eastern India, Tezpur Mahila Sumity was born in Tczpur. Assam. 

Kironmqyee Agarwala was made the President and Chandraprabha Saikiani the 

Secretary or this organization. The main objective was to bring about development of 

·women. In 1926 Chandraprabha Saikiani formed Assam l'rcu/eshik .Mahila Samity 

· and_ endevourcd to bring all Mahila Samities of Assam unJcr one umbrella. In 

Kerulu, Karshaka Swzglwms (peasant associations) wer<..: set up. The main forms of 

peasant mobilization were !ormation of village units or the orgunizatiun and holding 

of conference and meetings. They organized a powerful campaign around the demand 

for amending the Malabar Tcnancy Act of 1929. 

Faced with the challenge of the intrusion of colonial culture and i<.kology. an attempt 

was also made during the nineteenth century to reinvigorate traditional institutions, 
' 

and to realize the potential of traditional culture. Such tendencies resulted into ideas 

anJ activities of the movements taking on a conservative and a revivalist character. 

which formed an integral clement in the· formation of national consciousncss. 
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Upsur}!.e c~j'the nationalist mm·c.!ment: Along side the so<.:ial rcf(mn movements, the 

national movement in the nineteenth century lcd by emiilent persons like l>adahhai 

Naroji, Sir Pherozeshah Mehta, Gopal Krishna Gokhalc and R.C. Outt developed an 

objective critique of colonialism. T~e Indian National Congress formed in 1885 was 

· one of the forums through which leaders articulated their ideas. As the base of the 

Indian national Congress expanded, these ideas were disseminated to the Indian 

masses. Through the Indian National Congress the politically conscious Indians 

voiced against foreign role. From 1885 to 1946, it continued as a nonprofit 

·organization, except for a period of twenty-eight months when it formed government 

in many provinces (with the exception of Punjab and Bengal). It also participated in 

the interim government at the central level, constituted in September 1946 .The 

nationalist press was also an active non-profit institution during this tim~: (emergt:d in 

1870's). This press was also the chief instrument for carrying o11t thc task of aro11sing 

training, mobilizing and consolidating nationalist public opinion. Nearly one-third of 

the founding fathers of the Congress in 1885 were journalists. This period reveals the 

birth of many powerful newspapers, which in those days were not the business 

enterprises, nor were the editors and journalists professionals. They were published as 

a form of national or public service. 

Many English educated Indian elites made considerahll: personal sacrifices by taking 

part in the social reform and nationals movcnH.:nts. Many others worked to extend the 

benefit of education to large numbers of people by opening private schools and 

colleges in their towns or villages, aller the government reduced aid to higher 

education following the llunh:r Commission (I 882). The lirst mass movement 

against British rule was the Swadeshi (or indigenous) movement in Bengal launched 

as a protest against Lord Curzon's de~.:ision to partition lkngal 011 con1n1unal lines in 

the year 1905. A vital aspect of the Swadeshi movement was the great emphasis 

placed on se~l-reliance or Atmawkti as a necessary pari of the struggle ag<tinsl lite 

government. Voluntary organizations proliferated in Swadeshi Bengal in bewildering 

number and variety. They organized ellorts to promote self -help in economic and 

social life. In 1905 the three leading organizations of this type were the British Indian 

As.w<.:iation, the Bengal lund lords· Association and the Indian Association. One of 

the major impacts of the Swadeshi movement was national education. In this context 

the examples are Rabindransth's Slwntiniketan; Aurobindo Ghosh's Bengal National 
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College etc. In August 1906, the National Council c?f· Education was established 

consisting of many distinguished persons in the country.~ 

<Jundlliun era oft he non- prujituctivities : Jn the nationalist politics of the pre-Uandhi 

· era, there was a debate on the relative importance of social reform and political 

advancement. Some leaders like Tilak believed that political advancement was more 

important than social reform and hence they objected to this practice. The dilemma 

was resolved with the emergence of Gandhi on the Indian political scene .. Gandhi 

stood fur Swaraj (self-rule) which he said was much more than merely replacing one 

government by another. He advocated the concept of Ram Rajya which was to be a 

social and political order, s~riving towards eradication of untouchability, emancipation 

of women, promotion of communal homwny and upliftment of impoverished masses 

through the means of khadi or hand woven colton cloth. In the year I <J25, thc. All 

India Spinners association or Clwrklw ,\'cmgh was inauguralcd at l'a.tlla. By 111:111. 

Uandhi dccidcd to rcsign fro111 thc pri111ary lllcmbcrship of the ~·ougrcss aud throw 

himself into the revival of development and constructive activities. Apart from 

spinning, he emphasized the development of village industries. The All India Village 

Industries Association was set up for this purpose in 1934. Gandhi set up his new 

ashram at Sewagram in Wardha, where he was assisted by activists like Mirabcn, 

Vinoba Bhave, Mahadev Desai and Pyarclal, who remained actively engaged in 

constructive work in the nearby villages. In the late 1930s Uandhi worked out the 

scheme of basic education with a view to build ari education system to which the poor 

could have access. The Gandhian phase of the national movement f~tcilitatcd the 

emergence of a vibrant and a dynamic women movement. In I') 17 Annie Besant 

founded the Wom·en India Association at Adyar in Madras. Its main aim was to help 

Indian women realize that the future of India lay in their hands. 1' 

The strength of non-profit sector in India weakened atler independence as those who 

worked in the non profit sector before independence came to form the government. 

Since the urgent and immediate priority. of t_hc new government was economic 

development, the issues like literacy, health, social welfare and sanitation etc. su!Tered 

during the process. 

Miles/ones ol Colonial Phose: Non-profit sector during this phase wcre relah:d to 

social reform and freedom m.ovement. Several leaders inspired people to join these 

movements. The educated English upper class started fonning associations to act on 

the problems of Indian society. The emergence of Christian missionaries in this phase 
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had an important impact on social work. The intensity of NGO sector's work 

weakened after independence as many prominent NGO mcmhcrs got invo_lved in the 

formation of the government. 

Post- independence phase till 1975: Independence of the country marked a new 

phase in the evolution of non-profit organizations. Independence gc.nerated great 

hopes and expec~ations among all sections of the people. The constitution ofindia 

which was framed in 1950 vested on the government wide powers not only in the 

political sphere but also in the economic and social sphere. This curtailed the scope 

and space for the non protit or voluntary action. Many activities ·which had earlier 

belonged to the non profit sector were brought under the purview of the state for 

· example, Khadi and village industries, Viswa Bharati University, Shantiniketan 

established by Nobel. Laureate Rabindranath Tagorc, the .lamia- Milia Is/ami a 

. (University), New Delhi. The state took the responsibility f(,r new areas in the social 

an~ cullurallidd that othl:rwise would have hcc11 suitahh: lilUioll-govenullclll action. 

New organizations were created and controlled by the state in these areas. Some of 
. 

ther:n are the Central Social Welfare Board, Sangeet Natak Akademi (tor performing 

arts), Lalit Kala Akademi (for plastic arts), National School (~(Drama. Film and 

Television Institute etc. Institutions like Nehru Yuvak Kendra and Indian Council (~( 

Cultural Relations were set up to involve youth in the development activities and to 

promote cultural exchange with foreign countries respectively. Sewral all-India level 

voluntary organizations like Kasturba Gandlii Alemorial National Trust, Indian 

Council of Child Welfare, Indian Council of Social We/jure, Yolllh Hostels 

Association, unci Associulicm c?l.\'ociul 1/eu/th. etc. hccamc active with l'unuing from 

the state. Activities of some older nonprofit organizations like that of the Christian 

missionaries, Rama Krislmu Mission, /\rya Samaj etc. continued, which were 

involved in providing services related to education, health, relief t? the poor, tribal 

population and_ th~ victims of .natural calan1ities .. Many committed Gandhians 

continued the tradition of constructive work all over the country through Gandhian 
\ 

organizations like Sarvodaya socie_ties and Gandhi /\shrams. Voluntary or nonpr~it 

work in the early years of independence was largely organized through these channels 

and through educatitinal insti lutes that were of two kinds. the ( iandhian Ins/ illll ions 

like Gujarat Vidya pcet { Gujrat} and Gandl._ligram Rural institute (Tamil Nadu) and 

the Western- injluenced ones like Tata Institute of Social Sciences CriSS) and SNOT 
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University (Uombay, Maharastra), Delhi Sl:hool of Sodal Work, Baroda Sd10ol of 

Sol:ial work ell:. 

With. the independenl:e; the press that had been earlier aligned with the ni.ttiunal 
' 

movement gradually moved away from their role as a mouthpiece of nationalist 
. ' 

sentiments into purveyors of news and views on national and international affairs. The 

press on th~ other hand, created its own associations and organizati<;·ns to protect its 

interests. Prominen~ among these ware the Press cmmc.:il, 111 india t:~ew~paper editors 

Conference, Editors Guild, indian Federation l~l Working Joumalists, National Union 

of Journalists, indian and Eastern New.spaper Society etc. 
' 

By mid seventies the powerful state sy~tem erected after independence came under 

attack. There was general dissatisfaction with the results of development. In the year 

1975, a state uf emergenl:y was damped by the Government. In ·1977, the newly 

formed Janata Party replaced the Congress Ciovcrnmcnt. 

Jvlilestones of post independence i'lwse: lnd~pendenl:e ami l(mnalion of the 

government curtailed the scope of NGO's activities as. the latter took up the 

responsibility to carry out many of these. New organizations in the field of cultural 

and social welfare were created and controlled by the state. Several NGOs also 

received patronage from the state: The work of earlier non-profit organizations 

continued specially in the area of health, education and poverty alleviation. In the mid 

·seventies the then govcnunent of India came under attal:k as people wen: dissatisfied 

with the results of development. A state of emergency was declared in 1975; At the 

end of this phase Janata Party resumed its govenunent at the centre. 

The Post-Emergency Phase: Though hricC the Janala regime brought about re­

establishment of democratic ideals and institutions. It .gave a new lease of life to the 

voluntary and non profit organizations, which came to the forefront in various fields 

like development, education and literacy, health, environment, civil liberties etc. with 

a strong emphasis on the poor, deprived and weaker sections of the society. In this 

period emerged the people's movements on· various issues, e.g. abolition of bonded 

labour and child labour and on environmental issues ( C'hipku, opposition to Silent 
' ' 

valley project and later in the eighties against large dams especially Nam1ada and 
. ( 

Tchri). Many cdul:ated urban youth, who haJ taken part in the Naxalitc nwvemcnt or 

struggle against emergency or other people· s movements of that I ime. hel:ame 

actively involved in the new breed of voluntary agencies. 
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The llow of l'l1reign funds to the non profit sector increased manifold tnwanls the end 

of the seventies .. J.'oreign ( 'ontrihution Regulati\HI Aci ( H 'H. A) wns enacted in I 'J7(~, 

In the past (there were a few fund giver organizations like that 1-"ord foundation, Ox lam 

etc. which had been operating from the country. In the post emergency period a large 

number of such funding agencies established their base ollicc in the country and their 

number continued to grow. 

During the eighties, the Government al~ started direct funding to the non-profit 

sector. People's Aclion for De\'e/opmenl India (PAD!) was set up to channelise 

foreign fund received for the non-profit sector. Later PADI. was amalgamated with the 

Council for Advance men/ if Rural Technology (CART), which crune to be known later 

as Cozmcilfor Advancement c~f"People 'sAc/ion and Rural Technology (CAPART). By 

the end of the eighties, non pro lit organizations were increasingly ass~,ciatcd with tltc 

government in the implementation of many developmental progra_rnmcs. 

Miles/ones c~f"JJOSI ,emergency l'hase: TIH.: cstahlisluncnt of the new govcrrunenl saw 
. . 

the upsurge of the NGOs and the emergence of people's movements on various 

issues. This phase also saw the increased flow of foreign funds to 'India lor 

development. Government set up organizations to channelise foreign fund. By the end 

of eighties NGOs became partners with the government in the implcmcnta.tion of 

various d_evelopmental programmes. 

(;luhaliznCion lUH..I Non (;o\'t·rnmcnCal O•·ganiznCi-un.'i in India: During tlu.: decade 

of 1990s the non-governmental sector (non-profit ~ector) in India devel.oped along 

many new directions simultaneously. Its activities emerged from development action 

at the grassroots level to policy advocacy at the national and the international kvels, 

mobilizing the poor and exploited people lor protection of rights, campaigning against 

violation of human and civic rights, mass movements on important issues affecting 
. . 

the people, consumer education and consumer rights, advocacy and political 

education for decentralized local governance to name just a few. These organizations 

seem to have matured in many parts of the country while in others they are still 111 

their infancy. 

·rhe decade of the nineties had brought to the l{lre another development of 

considerable signilicam:c to this sector. It is the fiscal Crisis ol" the state on one h;llld 

and the economic opportunities available in the liberalization and globalization world 

on the other. The continuing fiscal crisis meant reduced availability of resources for 

investment 111 development projects and programmes. The government decided to 
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invite private' investment, including foreign investment and loans from multilateral 

and bilateral Agencies like the World Bank·, Asian DevelopnH:nt Bank, European 

Commission, UNDP, UNICEF, USAID, OFID etc. Jor project assista.m:e in diverse 

Jiclds like education, health, family planning, \vatershed management, l(lrestry, 

drinking water supply etc. In most of these projects the funding agency insisted on 

involvement of NGO either m mobilizing people's participation· and support or in 

actual implementation.· 

Mileslm~e.~· of g/ohalizaliun and NGOs in /mli£1; During the dccm.ks of 90's NGO 

sector in India involved itself in manifold activities. Globalization brought forth 

foreign private investment and funding from foreign agencies who wanted the 

involvement ofNGOs in project implementation. 

In htdia in a given geographical area, the choices or 111111-prolit Oll'.:tlli/.ations capahk 

of working in development project in quite limited. ( >rgani/.ations often change their 

·priorities according to the availability or project work. ·1 here arise doubts about the 

commitment of this sector as a whole to their programme areas. 

NGO Profile at a glan~e 
® 

A general overvi~.:w of NGOs in thl! World, India. North Fast India and Assam is 

presented below so as to give an idea of this sector in different regions. This also 
-

indudes the various activities that the N<iOs an: inn1lvcd with in dilfcrcnt areas. 

World l'crspccti~c 

Over the past several decades, NGOs have become mi.lJOr players in the lick! of 

intemational development. Since the mid-1970s, the N< i() sector in hoth developed 

and developing countries has cxpcriem:ed exponential growth'. From 1970 to 19X5 

total development aid disbursed hy international N< iOs increased tcn-l(lld. In 1992 

intemational NGOs chanm:lcd over $7.6 billion of aid to developing countries. It is 

now estimated that over 15 pen:ent of total overseas development aid is channeled 

through NGOs. While statistics about global numbers of NG,Os arc notoriously 

incomplete, it is currently estimated that there is somewhere between· 6,000 and 

30,000 national NGOs in developing countries (World Bank data). World Bank has 

25 enlisted networks of NdOs. While the real number of NGOs in the world is likely 

to be several millions~ it is diflicult to obtain a comprehensive and exhaustive data 

regarding the actual ligurc of NGUs in the world. Nevertheless. the researcher has 
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attempted here to present the data related to authentic numhcr of NGOs gathered from 

several somccs f(lr this purposc. 7 

Table 3.1: Number of NGOs enlisted in different directories. 
---------

DircctOf)'/sou rcc. Nu. uf enlisted N<;os 
\ 

of \\'orld· 

Directory of development organizations (go 2 \vo/'- 43,500 
Union of International association'~ 40,000 
Idealist-action without hordcrs 111 26,000 
United Nations'' 11,407 
Takingit Global 12

\ 5.838 
WANGO (World Association . of non- 5.000 
governmental organizations) 13 

-C'1 . N n-. 1anty d . :1,.')()() 
,-----------· -- • . I~ 

lntcrnatronaiiJcvclopmcnt Stuc.Jrcs Network · 1.500 
Duke Uni.vcrsit~. Perkins lihrary"' 4X5 

---------------- --------,7- .,. --- --
•II ll Cooperation 4 cooperation ------- ----------·--- . --- . ·- ·- -

UNCI IS (United Nations Centre of I Iuman 254 (N( i()s 
Settlement) IX working for 

human rights) 
WHO {World Health Organization)"' 193 (having 

orticial relations with 
WIIO) 

In Table 3.1, number of NGOs associated with diiTcrcnt developmental agencies and . 
or listed in diflcrent directories is presented. NGOs associated with UNCI IS arc 

working for human rights and those with WHO arc having oflicial relations in health 

related programmes worldwide. The remaining_ number of NGOs mentioned in the 

tabk is listed in th~.: abov~.: mentioned c.Jirectories. (iood lllllllhcr of NGOs is listcd in 

the directories- go 2 wo, Union of International Association, Idealist- action without 

borders. 

The directory 'Taking It Global' 20 gives an overview of the figure of NGOs by 

continent and the difTerent activities they are involved with in each continent. This is 

summarized below in th~.: tabk 3.2. 
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TuiJie 3.2 NumiJer of Nt;Os in Different L'ontinents null An·us uf Work 

Continent 

Asia 

Africa 

Middle East 

and North 

Africa 

No. of Activities 

NGOs 

1,04} 

1,413 

206 

education, biodiversity, child labour, children ami 

youth, chronic and .communicable diseases, conflict 

rcsoluti,on, cultural diversity, diversity m media. c­

commercc, e- governance and democracy, 

employment. environment. ethnicity and race. 
' . 

fundraising, health, HIV/AlDS, homclessness, 

hunger and famine, leadership, music, peace, 

conflict, poverty, religion and spirituality, sc1encc 

and technology, social justice. lllllll:tll ri~·.hls, 

sustainable development, travel :.ind migration, 

voluntarism. water, woiiH:n·s rights, youth rights, 

business and entrepreneurship. 

Apart from the aforcnientioncd activities, the other 

activities are crime prevention, fitness and nutrition, 

racism and tolerance. 

Same as Asia 

North America 1,744 In addition to above, fitness and nutrition, gay. 

lesbian and bisexual rights. 
~------1------ ·---·--·--·- --··- -· ····------·-·- .. 

South America 21 () Business and entrepreneurship, children and youth. 

Central 
America 
Carribean 

49 

71 

cultural diversity and equity, education. employment. 

leadership, digital opportunities, peace and eon11ict. 

poverty, social justice, human rights, voluntarism,: 

youth ami media. 

Same as above 

Similar to Asia 
1-------1----· ------------------------···--------~------·-

Europe 1.1 92 In addition to that or Asia they arc involved 111 

act.ivities related to gay~ lesbian and bisexual rights. 

nature and wild life, racism and tolerance. 
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,-----------,,-----,·-----------·--····---------·----
Australia and 131 

New Zealand 

Pacitic _Islands 31. 

Indian Perspective 

In addition to that of Asia, the · NUOs h~,;n.: arc 

involved m' ·activities related to chronic and 

communicable diseases, conflict resolution, · c-

commerce, e-govcrnance, wom.cn and youth rights. 

Arts, business and entrepreneurship, children and 

youth, cultural diversity and equity, education, 

employment, environment, peace and conflict, social 

justice. human rights. litncss and nutrition. 

sustainable development, religion and spirituality and 

youth rights. 

India is one of the oldest civilizations in the world with a rich cultural heritage. It is 

the seventh largest country in the world. lndia comprises of twenty-eight states and 

seven union territories. India is the home of people belonging to dirlcrcnt religions, 

tribes and communities speaking different languages. Some of the important Indian 

languages arc-

Hindi, Sanskrit, Punjabi, Marathi, Bengali, Gujrati, Tan1il, Telegu, Malayalam. 

Assamcse, Bhojpuri, Konkatii, Kashmiri. llimachali. l.adakhi. !\.annada, Bhutia. 
I 

Nepali, Kumaoni, Rajasthani, Bodo, Karbi, Mizo, Manipuri, Khasi, Naga, Kuki, Garo, 

Adi, Nyishi, Apatani, Monpa, Sikkimese, Nicobarese etc. 
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As India is a large and diverse country which IS comprised of reg10ns having 

dissimilar characteristics, it becomes a tough job for the government to bring 

development through a common policy. The problem is aggravated by the fact that 

Indian government is constituted of two types- one at the centre called the central 

government and another at the state called the state government. Further, more than 

seventy percent of the Indian population lives in the rural area. Thus the government 

was increasingly finding it difficult to realize the Herculean task of solving the 

problems of people and bringing development of the masses all alone. Here came the 

importance of voluntary effort that led to the emergence of NGO sector. The 
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government encOliragcd the formatio!J of certain autonomous organi:.r.ations, whid1 

were not under its control, with an objective to w9rk for the. development of people. 

Accordingly, National .Commission for Women was formed li.>r redressal of 

gnevances of women. Rashtriya Mahila Kosh was established to facilitate credit 

support to poor women for their socio-economic uplil1mcnt. National Institute of 

Public Cooperation and Child Development ~as set up to develop and promote 

voluntary action in ~ocial dcvClopn~ent with a spe_cial focus on development of child 

and women. The growth of Central Social Welfare Board ·is synonymous with the 

development of voluntary'sector in Jndia. It included the socio-economic programmes 

for the poor/rural wome~, education, vocational training, awareness generation, 

ch_ildren home, creches, and hostels for working \vomen etc. In the year 1954, State 

Social Wcll~1re Boards were created hy it. Allocation to this dqmrlmenl was increased 

from Rs. IJ,7go Crorc during the tei1th plan from an actual cxpcnditurc of Rs. 

6,24H.53 Crorc cluri.ng the tenth plan. Khadi and Vi llngc lndus1 rics ( :orpora1 ion 

(K VIC) was set up to extend support to the handloom industries. Council lor 
' 

Advancement of People:s Action and Rural Technology was created with the sole 

purpose of funding . NGOs engaged in Rural Development. Later the ministries 

lookin~ atler Rural Development, education, health, environment, women and child 

welfare and science and technology followed the suit of shouldering developmental 

activities. Present Jay Indian NGOs arc working in the area of poverty alkviation. 

training and capacity building, education and literacy, income generation, women and 

child _development, human rights, health and nutrition, relief and rehabilitation, legal 

aid, consultation, research and publication. 21 
· 

There is no authentic study and a <.:omprehcnsivc database regarding tlie size of NliUs 

in India. Since India does not have a centralized registration system, data is not 

available for all the states together. Further there might be several NGOs who are not 

registered yet. That implies that_the actual number far exceeds the Jigures mentioned 

by different authors and directories. The information related to the number of NGOs 

existing in India revealed hy various literatures, nuthors and directories have heen 

presented in titblc 3.3 
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Table 3.3 Number of NGOs in India fro~ Multiple Sources 

Source No. ofNGOs 
---------22 -----·-- - ·-·----- -~--------~-- - --- .. -- ...... ·-----· -- ...... -- . . -
Paul Strectcn - 2-3' million n.:gistc.:rc..:d orguni:~.atiuns Ill India 

I including 'Mahila Manuals', youth clubs, arts and 

sports clubs, radio clubs, fan association etc 

PRIA stud/3 0.5 million registered NGOs (roughly for seven 

. states) 

Dantwalu ct uiH hct ween 50.000 and I 0. 00.000 

PRIA compilation· of variOUS 25, 000 active NGOs 

directorics25 

Rajshckhar16 
,. 

20.000 NGOs have hcen registered under FCRA in 
~ 

201Jtl. 

Home Ministry under the Foreign 18.000 -. 
Contribution Regulation Ad 27 ' 

Planning Commission.1x 15.445 6.46 7 

Shah et al ( 1997)1'~ 14,000 NGOs were registered under the FCRA, i 

Ministry of Rural Development3
u 6,467 

Ministry of Social Justice and 2,944 

Empowerment~ 1 

-----· 
CAF (Charities Aid Foundation) 2.350 

d' J2 !rectory: 

Ministry of Human Resource 2.074 

Dcvclopntcntu 

Janmanch director/4 L350 

Ministry of Health and Family 1.038 

Welfare35 ' 

Ministry of Environment and 649 

·Forcst36 

. 
-- --- --- - ------ -------·· ---- -- -----------·-· ------ ·-----
Ministry or Youth Alhtirs and SlN 

Sports37 

Ministry of Labour3
/j · 114 
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In Tahl~o: 3.3 muiJb~o:r or N(i<Js working in India as mcntio111.:d hy dilkn:nt smm:cs is 

presented. The aforementioned. sources reveal vari~1tion it~ the number or N< i( >s 

·registered. Among various studie~ com.luctcd by rcscan:hcrs, Paul Strectcn, PRIA and 

Dantwala etc. identified good number of NGOs. registered for w(lfking in India. . . 

According to planning commission more than 15 crorcs arc working for the purpose. 

It is also understood that good numbe~ of NGOs registered tor specific developmental 

purpose under ministry of Rural Development (6,467), ministry of Social Justice and 

Empowerment (2,944), ministry of Human Resource Development (2.074). ministry 

of Healih and Family Welfare (I ,038), ministry of Environment and Forest (649), 

ministry of Youth.Affairs and Sports (589) and ministry of Labour (114) .. It may be 

concluded that different set of NGOs are registered under different developmental 

<!gcncics li11· invo.lving in the dcvclopntcntal procc:;s. 

Great personalities involved: Some great personalities who were/arc deeply involved 

. in the yoluntary activities in lnuia arc Mahatma (iandhi, !\. V Thakkar, Vinohlta 

Shave, Guara Devi, Chamcli Prasad Bhatt, Sunderlal l3f!huguna, Dr. S.S.Kalbag. 

Mother Teresa, Medha Patkar, 13aba Amte, Manibhai Desai, Dr. Mihir Shah, Rajendra 

Singh, lndu Parikh, ~araswathi Parikh, Jamnalal Bajaj etc. to nan1e a few. Apart from 

these personalities the christian missionaries, Ramakrishna mission, Vivekananda 

mission, Sisters of Charity etc: are deeply involved in developmental work . 

. Registruliim of NCJOs: In India NUOs can he registered via more than one legal 

route. The most· common is the Societies Registration Act, 1860. Some state 

governments have fr?Jl1ed their own rules regarding registration of NGOs. Thus, 

registration of NGOs can be done either at the state level that is in the main ofli<.:C of 

the Registrar of Societies and its local oilices, or at the district level in the district 

magistrate's oflice. NGOs willing to receive foreign linds must register their names 

under the Foreign Contribution Rcg~lation A<.:t (FCRA). under Ministry or home 

affairs. 
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Number of Registered Associations under FCRA (year-wise) 

1993- 1994- 1995- 1996- 1997- 1998- 1999- 2000- 2001- 2002-

1994 1995 1996 1997 1998 1999 2000 2001 2002 2003 

Fig. 3.2 N urn ber of regist.ered assodations under FC RA 

From the table 3.4 and figure 3.2 it is understood that the number of registered 

associations under Foreign Contribution act has steadily increased in the last decade. 

Considerable numbers of NGOs were registered from the year 1999 onwards. The 

increasing awareness of the NGOs regarding availability of foreign funds is refl ected 

by the data39 

Funding: The Indian NGOs are funded both by Indian and foreign agencies. As 

discussed previously several ministries and autonomous institutes are involved in 

funding the NGOs. Indian NGOs, which are registered under FCRA receive funds 

from foreign organizations through Ministry of Home Affairs. Apart from that 

multilateral aid to Indian NGOs is channeled through United Nations organizations 

like UNICEF, UNESCO, FAO, IMF etc. , World Bank, regional development banks 

like Asian Development Bank and other institutions like European Commissions. 

A brief Summary of receipt of foreign contribution for the year 2002-2003 IS 

presented below. 

l. The receipt of foreign contribution for 2002-2003 is Rs . 5046.51 crores. 

2. Delhi received highest contribution (Rs.880, 77 crores) followed by Tamil Nadu 

(Rs. 774.99 crores) and Andhra Pradesh (Rs. 629.76 crores). 

3. The top three countries contributing to foreign funds are, United States of 

America (Rs.1679.84 crores), Germany (Rs. 715 .04 crores) and United Kingdom 

(Rs. 685 .38 crores). 

4. Top three foreign organizations funding Indian NGOs are Ford Foundation, USA 

(Rs. 121.94 crores), World Vision International, USA (Rs. 90.24 crores) and 

foundation vincent E Ferrer, Spain (Rs. 79.16 crores). 
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5. Largest recepient offoreign fund is World Vision oflndia, Tamil Nadu (Rs. 98 .01 

crores) followed by Rural Development Trust, Andhra Pradesh (Rs. 84.66 crores) 

and Sri Sathya Sai Central Trust, Andhra Pradesh (Rs.60.19 crores). 

6. The leading purpose of foreign funding is establishment expenses (Rs.673.77 

crores) followed by Rural Development ( 486.50 crores), and construction and 

maintenance of school/college (Rs.275 .74 crores). 

7. The top recepient district in India is Chennai (363.45 crores) followed by 

Bangalore (357.66 crores) and Mumbai (283 .59 crores).40 

Table 3.4 Foreign Funding to Indian NGOs under FCRA 

Year Registered associations as on 31 Amount of foreign contribution 

March of the financial year received in Crores of rupees 

1993-1994 15,039 1865 

1994-1995 15,723 1892 

1995-1996 16,740 2168 

1996-1997 17,723 2571 

1997-1998 18,489 2864 

1998-1999 19,834 3402 

1999-2000 21,244 3924 

2000-2001 22,924 4535 

2001-2002 24,563 4872 

2002-2003 26,404 5047 
.. 

Source: http://mha.ruc.in/fcra htm 

Amount of Foreign Contributions Received by Indian NGOs (yea r -wise) 
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Fig. 3.3 Amount offonign contribution received by India NGOs 
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From figure 3. 3 it can be seen that the amount of foreign contribution received by the 

Indian NGOs has increased from year to year. There was significant increase of 

foreign contribution in the year 1998-99 and again in the year 2000-2001. Within a 

span often years the foreign contribution has increased by 270.60%.41 

Problems: But the NGOs in India are faced by a myriad of problems. There is an 

absence of a single authority, which is responsible for registration of NGOs, 

coordinating and guiding the NGOs including channelizing of funds and monitoring 

its work/outcome. In absence of this, many NGOs in India find it difficult to fulfill 

their objectives due to lack of funds and information relating to the supporting and the 

sponsoring agencies. They lack technical and managerial competence due to their 

inability to hire people 'at a price' or spend money to train their own people. People 

committed to development work are limited. Comprehensive database of NGOs in 

India is missing. 

Nurnber of NGOs Registered under 
lncorne tax Act,1961 (till year 2000) 

o Registered 

o Unregistered 

o Not responded 

o Applied fbr 
Registration 

Fig. 3.4 Number ofNGOs registered under Income Tax Act 

If an NGO is registered under the Income Tax Act as a charitable institution, it is 

eligible for tax exemption. Donations to these NGOs are also exempted from tax. A 

study carried out in the year 2000 in 802 Indian NGOs revealed that 40% of them are 

registered under this act; 47% are not registered under this act; 9.6% have not 

responded and 3.6% have applied for registration.42 
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NGOs inspired by Religions 

Fig. 3.5 NGOs Inspired by Religions 

o Hindu 

o Christian 

oMuslim 

o All religions 

The study of 802 Indian NGOs had shown that of 7.10% Indian NGOs influenced by 

religion more than half i.e. 52.6% is inspired by Hinduism followed by 31 .50% by 

Christianity, 5.20% by Islam and 10.50% by all religions. From the eight NGOs 

considered for this research study in Assam, only one NGO is influenced by religion 

and that is by Christianity.43 

No. of of NGOs based on Number of 
beneficiaries 

Fig. 3.6 Number of NGOs Based on Number of Beneficiaries 
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The study on the 802 NGOs of India reveals that a maximum number of NGOs work 

for 1,000-5,000 number of beneficiaries. Least number of NGOs work for more than 

20,000 beneficiaries. A considerable number ofNGOs also work for less than 1,000 

number ofNGOs44 

North East Perspective 

The term North East refers to the geographical location of region. Topographically, 

the North East India lies in an extension of the sub-Himalayan zone consisting of lofty 

mountain terrain and moderately high hilly tracts interspersed with plateaus and river 

fed valleys. This region is connected to the rest of the country through a narrow 
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corridor called "Chicken's neck". The region has its ~lwn dis~inctiveness in rcspt:cl of 

its population component and cultural pattern. The region is consiituted of seven 

slates, though sometimes an eighth one, Sikkim is added to the list recently. The slates 

and its population in the year 2001- is shown in table 3.5-15
. 

Table 3.5 Population of the No"rth East Indian (N.E.I)Statcs 

States Population (as in 2001)· 

Arunachal Pradesh I ,091,11 7 

Assam 26.638,407 

Manipur 2,388,634 

Meghalaya 2,306,069 

Mizoram- 891,058 
I 

- ---- --- ~~ ---- -- .- . 
N;1galand I.'IXHJI"O 

..... -- ---

Sikkim 5.]<),{)()() 

--~---------- --------------------------------
Tripura J.I91,16X 

Source: hllp//www .mha. n 1c.m/fcra. hlrn 

Some of the important communities of this region are the Assamese, Karbi. Bodo, 

Dimasa, Mishing, Bengali,. /\divasi. Nepali. Bhutia. Monpa. Adi. Tangsa. Nocte. 

Nyishi, Mizo, Manipuri, Apatani, Khasi, Garo, Jaintia. Lusai. Nuga. Tripuri etc. 

·Areas of work: The NGOs in this region work in the area of health. wild lite. women 

and child development, income generation, micro-finance, education/literacy, gender 

equality, human rights, advocacy etc. Most of the NGOs work at the grass roots level 

though there urc certain NGOs which also support other N<!Os. Some of them are, 

North East Network, Rashtriya liramin Vikas Nidhi. Voluntary llcalth Association of 

Assam, Indo German Social Service Society, World Wildlife Fund, National Institute 

of Public Cooperation and Child Development to name a ICw. 

As Assam is an important part of the north cast, it would be worthwhile to know NGO 

profile in this region. But there is lack of available data related to the total number of 

NGOs of this region (comprised of seven states). The researcher has presented below 

the ligures of authentic NGOs of dil1crcnt states or this region as mentioned in the 

·two directories, namely the North East development financial corporation (NEDFi) 

and Rashtriya Gramin Vikas Nidhi (RliVN). Jhe NliOs mt:ntioncd in their lists arc 

supported by them. 
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Table 3.6 Number ofNGOs in North Enst'lmlia 

States of the N.E. India NEI>Fi Directory HGVN Directory· 

Assam 161 261 

Arunachal Pradesh 8 10 

Manipur 21 41 
--~--- ... --~-· -~---·· ---- ---..--·· ··---·- _.. ~----. . ----~-- ... ------ -· - ..... ~- - .. 

Meghalaya 17 2) 
--------·---- --------. ------------ . ----- ·- --------- - ·-····· 

______________ ....._ _______ --

'Mizoram 10 21 

Nagaland 22 47 

·Tripura 12 49 

Total 251 454 
-------- - --- . ---·-· 

Table 3.6 explain~ the number of NGOs from the North East lnJia registered under 

North Eastern Developmental Financial Corporation (Nedli) and Rashtriya Ciramin 

Vikas Nidhi (RGVN). It is learnt that relatively more number of NGOs arc working in 

Assam compared with other states of North East. It is als·o noticed that more nwnber 

of NGOs are re·gisten!d under RGVN thap ·under. Nedfi. It is also observed that 

according to RGVN Tripura, Nagaland, Manipur and Meghalaya have relatively more 

number ofNGOs working for developmental purpose. 

'Problems: As the region has locational disadvantage, it is manifested by lot· of 

problems. Many places arc so remote that it is untouched hy regular government 

·machinery. People are poor and uneducated. Many are not aware of happenings 

around them. The general model for country's development cannot be raplicated here. 

Their problems and needs must be understood first. Apart from those problc111s laced 

by their counterparts in other parts of the country, the NGOs of this region also have 

some unique difliculties. In many cases their people have to work under inhospitable 

condition without having any connectivity with the outside world and under constant 

threat of the terrorist outfits. Only limited numbers of NGOs arc aware of moLkrn 

approaches or work. They also face the paucity or dlicicnt people :md lcadcr.lilr this 

kin~ of work. There arc many NGOs which are not authentic. There is 

misappropriation of funds by such NGOs. This creates a suspicion in the minds of the 

funding agencies and the society in general. This makes the genuii1e NG(Ys work 
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-~¥{~icult. Most of the NGOs arc faced with problems related to availability of funds. 

In absence of funds their cffo.rts are focused on generation funds. 

/\s mentioned previously availability of funds is a major problem for many NGOs 

specially those who are located in the rural areas. Many of thein are not aware of the 

sources of funds and the way of obtaining them. The number of associations from 

different states of the region and the amount of foreign contribution in the year 2002-

2003 are shown in the table 3. 7. 

3.7 N.E.I States and Foreign Contribution Received 

States Number of registered associations Amount of foreign 

in the year 2002-2003 contribution (Rs.in crores) 

Assail! 1 xr, l7Jd 
------- -· . ---- .. 

·Meghalaya 102 J 1.41 

Nagaland 56 14.25 

Manipur 217 '14.20 
-·--------- ·-----·-· 

Tripura I 19 4.51 

Mizoram 
; 

14 1.11 . I 

Arunachal Pradesh 14 .90 

Soun:c: 1_1Up;/£m.ha.n.ic.in Tn;1 ;n11nr;d S11111111;11' -20!12-2!10.~.,,dr 

As showri in the table 3.7, apart from Assam, Meghalaya, Manipur and Nagaland the 

number of NGOs registered under fC:RA and the amount of foreign contribution 

received is not praiseworthy in other states. In case of Mizoram and Arunachal 

Pradesh it is negligible. Thus there is an imme1fse scope 1(Jr improvement in this 

,
1
aspect that wouid help to solve the funding related problems of the.·NGOs of this 

reg10n. 
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Assam Perspective 

Some of the available directories and the nu111-ber of NGOs of Assam enlisted therein 

arc shown below. 

Table 3.8 · Number of NGOs in Assam 

Source/Name of the directory Number of 

-NGOs 

CEE(Centre for Environment Education) list 226 

Nedfi (North Eastern Development Financial 161 

Corporation) list-

RGVN(Rashtriya Gramin Vikas Nidhi) list 261 

C/\P/\RT (Centre for Appropriate Technology) list lOX 
--·· .. -------- ~ 

Ministry ot: Rural lkvdopnicnt H4 

VHA (Voluntary llcalth Association) 77 

DAINET directory 39 

CAIF(Charity aid Foundation India) 33 

IIBM (Indian Institute of Bank Management) 27 

Ministry ofHuman Resource Development 110 

Ministry of Social Justice & Empowennent 45 

Ministry of Health and Family Welt~tre 4 

Ministry ofEnvironmcnt & Forest II 

Ministry of Youth affairs & Sports 9 
-

Ministry of Labour l 

Ministry ofTextilcs 24 

Ministry of Science & Tedmology / I 

Table 3.8 presents number of NGOs from Assam registered as well as liste-d ut~dcr 

different agencies. Diflerent criteria arc U!?Cd by dillcrcnt ugencies for· registering the 

NGOs. Nedfi, RGVN, Centre for Appropriute Rural Technology (CAPART). 

Voluntary Heulth Association of Assam (VHAA), Indian Institute of Bank 

Management (IIBM) register NGOs that are supported by them. Whereas Centre fl1r 

Environment Education (CEE) has listed NGOs based on their presence and 

performance. NGOs of Assam supported by various ministries are also enlisted in the 
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respective directories. It is noticed that the highest number of NGOs are enlisted by 

the Ministry ofHuman Resource Development and Ministry of Rural Development. 
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The district-wise figure of NliOs as mentioned in difTcrent directories is presented 

below. 

Table 3.9 Number of NGOs in Assam - Uistrictwisc 

District CAP ART NEDFi VI-lA IJBM CEE RGVN 

l3ongaigaon ---- ---- 2 ---- I R 2 
( 

l3arpeta 16 9 4 5 23 7 

Cachar 2 6 3 ---- 6 i5 

. Darrang 3 4 4 2 10 13 

Dhcmaji 9 4 3 ---- 2 I 

Dhuburi. 1 4 4 ---- 9 2 

Dibrugarh ---- 3 ---- ---- 1 9 

Goal para ---- 2 ---- ---- f{ 2 
-~. ·-· ··-···- . -- . . -

Golaghat 3 2 2 ---- I (j 
.. 

1-lailakandi I 5 2 ---- 2 7 

Jorhat 2 5 1 ---- 2 '16 
-------- -- ---------

Kamrup 24 52 l l 9 85 65· 

Karbialong ---- 8 ---- ---- I 3 

Karimganj 2 4 l ---- 6 6 

Kokrajhar ---- 2 ---- ---- 2' 9 

Lakhimpur 10 9 8 4 ---- 9 

Marigaon 5 7 4 2 6 r ·6 

Nagaon 9 
.. 

4 '6 ---- 8 8 

Nalbari 21 16 9 5 II 18 
-- . ---------- -------- ------ ------· --------------

N.C.Ilills ---- I ---- ---- ---- X 

Sibsagar ---- 2 4 ---- ---- 35 

Sonitpur · l 10 6 ---- 14 ' 9 
' 

Ttnsukia ---- 1 3 ---- 3 5 

BAC ---- ---- ---- ---- 2 

Source: ahove mentioned d1rectones 

In the Table 3.9 number of NGOs working and registered under vanous 

developmental agencies in different districts of Assam arc presented. It is understood 

that the developmental agencies like CAPART, NEDFi, RGVN, VHAA, have 

sponsored NGOs to work in almost all districts of Assam, whereas lll3M has selected 
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few districts to support the NGOs working for development. Relatively CAPART 

supported more number ofNGOs in Kamrup, Nalbari and Barpeta districts. Similarly 

NEDFi and RGVN also supported large number of NGOs in Kamrup (fifty two and 

eighty five respectively). It is disheartening to note that very insignificant number of 

NGOs is working in BAC, Karbi Anglong and N .C. Hills. BAC is a very newly 

formed district, which has been formed by merging areas of other districts. 

Thus it is seen that different agencies have mentioned different data related to the 

number of NGOs. Most of the organizations have the database of the NGOs whom 

they support or they are related to. On an average the number of active and authentic 

NGOs in Assam can be taken to be around 200. This would not include very newly 

formed NGOs. 

No.of NGOs Based on the Source of 
Ins p ira tio n (in In d iP'a,._.._ ________ _, 

D Gandhian Thought 

El J P IVIovement 

D Marxist Ideology 

49% D Religion 

Both Gandhian a nd JP 

D Not influenced by a n y 
thought 

Fig 3.8 No. of NGOs Based on Source of Inspiration (in India) 

No. of NGOs Based on Source of Inspira tion (in Assam) 

Fig 3.9 No. of NGOs Based on Source oflnspiration (in Assam) 

A study of802 Indian NGOs revealed that 33 .8% (271 NGOs) ofthem are influenced 

by Gandhian thought. 3.86% (31 NGOs) of them are influenced by Jay Prakash 
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movement. 2.21% (18 NGOs) are inspired by Marxist ideology; 7.10% (57 NGOs) 

are influenced by religion; 3.86% (31 NGOs) are influenced by both Gandhianism 

and JP movement. A maximum number ofNGOs (394 or 49%) are not influenced by 

any particular thought 47 

This research study in Assam has also revealed some similar results. 37.5% of them 

are influenced by Gandhian thought, and 12.5% is influenced by religion. None of the 

NGOs is inspired by either JP movement or Marxist ideology. A maximum number of 

NGOs (50%) are not influenced by any particular thought . 

No. of NGOs based on Geographical Area 
of operations (in India) 

DUr ban 

CJ Rural 

D Both Urban and Rural 

DN.A . 

Fig 3.10 No. of NGOs Based on Geographical Area (in India) 

No. of NGOs Based on Geographical 
Area of Operations (in Assam) 

Oo/o 

o Urban 

D Rural 

D Both Urban and R u ral 

oN.A . 

Fig 3.11 No. of NGOs Based on Geographical Area (in Assam) 

From the study of 802 Indian NGOs, it is seen that around half of them are focused on 

rural India (50.75%).48 Whereas in Assam this research study has revealed that a 

maximum number ofNGOs (62.50%) are focused on rural area. In India 45.80% are 

involved both in rural and urban areas, whereas in Assam it is 37.50%. In India 1.88% 
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NGOs work in urban area only. In Assam none of the NGOs solely work in the urban 

area. 37.50% of the studied NGOs in Assam are involved in work both in plain and 

hill areas. 

NGOs by Nurnber of Functional Areas 
--~---------------, 

(in India) 1\11onofunctional 

2o/o 
10o/o 

16% 

• Bi functional 

o Tri functional 

o Quadra functional 

• Penta functional 

CJ IVIore than five 
functions 

Fig 3.12 NGOs Based on Functional Areas (in India) 

NGOs by Number of Functional Areas 
(Assam) 

13o/o 

10 to 11 functions 

25o/o 
• 12 to 13 functions 

o 14 to 15 functions 

o 15 to 16 functions 

37% 

Fig 3.13 NGOs Based on Functional Areas (in Assam) 

The number of NGOs working in a single functional is very less. In India it is 2.5%, 

whereas in Assam it is nil. It is understood from the above figures that NGOs are 

involved in a wide range of activities from diverse functional areas. In India majority 

ofNGOs are involved in work in more than five areas.49 In Assam all the NGOs taken 

up for this study are involved in work in more than 10 areas. A maximum number of 

37.5% work in 12 to 13 functional areas. Thus it can be said that the NGOs are 

focused more on horizontal expansion than vertical expansion. 
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1\tam ber of NGOs based on the Focus Groups (India) 
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Fig 3.14 No. of NGOs Based on Focus Groups (in India) 

No. of NGOs based on the Focus Groups (in Assam) 
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Fig 3.15 No. of NGOs Based on Focus Groups (in Assam) 

It is seen from the figure 3.1450 and 3.15 that NGOs in India work for more number of 

focus groups than that of NGOs in Assam. A comparison of two studies namely a 

study of 802 NGOs in India and this research study of 8 NGOs in Assam is shown in 

the figure 3.14 and 3.15. It is an important revelation both in India and Assam more 

number of NGOs works for women. In India it is followed by infants, youth, girl 

child, tribal, child labour and the rest. In Assam it is followed by children, artisans, 

infants, tribal and the rest. 
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Numbers of Paid Employees Engaged in NGOs 

SSA TLMS VK".A K~ CON BRO 

Fig 3.16 No. of Paid Employees in the Studied NGOs 

It is observed from figure 3.16 that amongst all the N GOs Shanti Sadhana Ashram 

has a good number of full time and part time staff. Bosco Reach Out has the highest 

number of full time staff. Shanti Sadhana Ashram, Gyan Vigyan Samiti Assam and 

Voluntary Health association of Assam have more number of part time staff than full 

time staff. Sipajhar Diamond Club and Community Centre has the least number of 

employees. Tezpur District Mahila Samiti has not revealed any number of part time 

staff. It is important to note that a lot of part time workers are involved with TDMS, 

but they work on honorary basis without receiving any remuneration. 

The Sample NGOs- A Profile 

As already discussed in the research methodology, eight organizations were 

selected for the purpose of case study. Of these six are highly successful and two 

of them have a declined growth and hence have been termed as less successful by 

the researcher. The successful organizations that have been included in the study 

are, Shanti Sadhana Ashram, Bosco Reach Out, Gyan Vigyan Samiti Assam, 

Sipajhar Diamond Club, Voluntary Health Association of Assam and Tezpur 

District Mahila Samiti. The less successful organizations are Indian Council of 

Child Welfare (Assam) and Kasturba Gandhi Memorial Trust (Assam). A brief 

profile ofthe organizations is presented in table 3.10. 
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NGOs:::> 
OimcnsionsU 

Table 3.10 llrid Profile of the Studied NGOs ------,,-----------, 
Shanti Sadhana Bosco Reach Gyan Vigyan 
Ashram { ~ .S~) Out [ e>JZ-o) Samiti Assam 

(C,vs.A) 

Sipajhar 
Diamond 
Club Jnc/ 
OMI\?U'IItbl ({nfki 

a. Year 
establishment 

·of 1982 1983 1990 

b. Origin/inspiration 

c. Area of operation 

d.- Main goal 

'v 

e. Activities 

Vinoba 

Bhave/Gandhi­

an ideology 

Assam, 

Pradesh' 

Uttar 

and 

West Bengal. 

Zeal of the Illiteracy in the Originally 
the'NGO was 

Christian society and the formed from 

missionary success of the 

towards literacy 

development. campmgn 

'Ernakulum' 

inspiration 
drawn from 

of football 
game. 

(in the state 

Knala). 

Assam mid Assam 
Meghalaya 

Darrang 

district 

Assam. 

of 

To bring To achieve Eradicating 
illiteracy and 
bringing 
dcvdopmcnt 
through 
entp()Wcrmcnt. 

Community 
development 

development of integrated 

the society development 

through through 

development or empowerment 

the individuals in of people. 

the society. 

health, 

education, 

community 

development, 

mcome 

generation. 

Income 
generation, 
integrated 
human 
development, 
education. 
health. 
worn en 
development. 
socio-lcgal 
tssues. mtcro­
crcdit. 
training de. 

education 
including 
publication, 

Community 
development. 
sports. 

cmpowcnncnt mustc, 
of the target health, 
segment and mtcro-
lllCOIIIC 

generation 
through rn•cro­
tinancc. 

linam:e. 
farming, 
housing etc. 
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f. Number 
employees 

g. Target segment 

I 
I 

' 

NGOs=> 
I>imcnsionsU 

a. Year 
establishment 
b. 

of 

Origin/inspiratio 
n 

of Four hundred One hundred 

ami fi ft y and ninety 

five 

Poor rural people Poor rural 

ln its· area 

ope~ation 

Voluntary Health 
Association of 
Assam (1/ HAA) 

1989 

Poor health . 
awareness ln the 

society. 

of 
people of 
Assam and 
Mcghalaya 

• 0 

Tezpur District 
1\'lahila Samiti 

( '1[) 1\-1_s) 

1921 

Mahatma 
G<mdhi 

c. Area of Assam Sonitpur 
operation 

District, and 

parts of 

Lakhimpur and 

I >arrang 

Districts of 

Assam. 

d. Main goal Promotion of Development of 

cominunity health rural people Ill 

in totality. general and 

women Ill 

particular. 

Thre~ hundred. Twenty'-

ami forty one. three. 

Poor The rural 

uneducated poor women 

peoplc/childn.:n and youth of 

Darrang 

District. 

Kasturba Indian Council 
Gandhi NdhonaL of Child 
Memorial Trust Welfare 
(Assam) ( I.{GNHY (A.'I.•mm) (! Ui-J) 

1946 1968 

Kasturba Gandhi Absence of 

Assam. 

Meghalaya and 

Arunachal 

Pradesh. 

Assam. 

Meghalaya and 

Anmaclwl 

Pradesh. 

organizations 

working solely 

for children. 

Assam 

.. 

Development or 

children and 

WOIIlell. 

' 

- :---~-~-r---- ------· . -·- ------- ·---------------
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c. Activities llcalth, promotion ~caving, 

of traditional handicrall, jute 

medicine, 

pub! ication. 

products~ 

education, 

health ISSUeS, 

micro-finance 

and legal aid. 

- ~ . . . 

Weaving. 

empowerment 

related activities, 

111COI11e 

generation 

activities, Gram 

Sevika training, 

health etc. 

( 'hildlim: 
( emcrgcncy 
service), 
education, 
child 
development. 
creche. family 
counsclirig, 
training of the 
grass root 
workers, 
mother and 
child health etc. 

f. Number of One hundred and Sixty, apart Sixty three, Ninety apart 
·I 

from the apart from the 
from the 

honorary honorary 
employees sevehty eight 

workers. workers. .honorary 

Wt1rkcrs 

g. Target It has two sets of The rural poor The rural poor Children and 
segment target segment. 

111 general and women and women 111 need 
Firstly, the poor 
people Ill the women Ill childn:n. ·ami especially 
rural areas and 

particular its ' the 
secondly the 

111 

other grassroots area of underprivileged 
·NGOs. 

operat.ion. ones . 

. 
I 

Table 3.11 No. of People Taken Primal")' Membership 

Year ICCW GVSA SDCCC KGNI'U BRO TOMS 

1990-91 190 700 NA NA NA NA -----· 
1991-92 190 850 NA NA NA NA 
1992-93 190 885. NA NA NA NA 
1993-94 190 1000 NA NA NA NA ----
1994-95 200 1200. NA NA NA 1784 
1995-96 225 1500 NA NA ·NA 1784 
1996-97 225 2100 NA NA NA 1784 
1997-98 225 2297 250 NA NA 2502 
1998-99 230 2554 280 NA NA . 3543 
1999-2000 230 2793 280 NA NA 3543 
2000-01 240 2895 290 63 7 13579 
2001-02 240 5630 300 64 7 14482· 
2002-03 240 10432 316 59 7 14482 
2003-04 240 11500 322 66 7 14932 
2004-05 ---- ---- ---- ---- ---- 15482 

71w datu presented uho\'C are provided hy c.:Oizccrned 1!//lciuls t!/ the orguni:utions 
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The table 3.11 reveals the number of primary mcmb.crship taken by individuals, who 

devote honorary service to the organization. This excludes tl~c paid employees of the 

organization. It i_s noticed that membership is encouraged and opted by all the NG?s 

but the number varies from organization to organization. In case of Tczpur District 

Mahila San1iti (TOMS) and Gyan Vigyan Samiti Assam (GVSA) it is more, whereas 

it is significantly less in case of Bosco Reach Out (BRO) and Kasturba Gandhi 

National Memorial Trust (KGNMT). Number ·of membership in case of Voluntary 

Health Association of Assam (VHAA) and Shanti Sadhana Ashram (SSA) is not 

revealed. Growth of membership is significantly increasing in ~ase of TOMS and 

~VSA. As a whole it may be mentioned that primary membership amongst service 

oriented is being encouraged by the NGOs. 

Table 3.12 No. of Training Programmes Organized 

Year 1ccw--,---Gvsi\-· -soccc -·· -- KGN~f ono 'JUMS 
------------·------- ~··--·· ··-. ·- .. . -· 
1990-91 41 NA NA NA NA 18 
1991-92 35 3450 NA NA NA 18 
1992-93 44 1500 NA NA NA 32 
1993-94 58 2800 NA NA NA 19 
-1994-95 55 3000 NA NA NA 19 
1995-96 48 2100 NA NA NA 16 
1996-97 24 4005 NA NA NA 29 
1997-98 25 4220 NA NA NA 176 
19~8-99 27 4022 1. NA NA 175 
1999-00 25 4518 3 NA NA 181 
2000-01 20 4523 5 25 NA 60 
2001-02 25 3522 10 44 138 58 -
2002-03 13 3823 10 34 203 24 ---·---
2003-04 18 4000 8 32 215 50 ----
2004-05 NA 2000 15 NA 225 31 

The table 3.12 explains the number of training programmes organized by various 

NGOs. Various training programmes as per their philosophy and nature of activities 

arc organized over a period of time. It is noticed that G VSA has been continuously 

organizing good number of training programmes with insignilicant variations. In case 
' 

.of TOMS and Indian Council of Child Welfare (lCCW) training progra111mes arc 

organized b~t tl~cy arc relatively less in IJumber. Whcrcas in Sipaj!wr Diamond Cluh 

(SDCCC), KCiNMT and BRO traii1ing programmes are not noticed continuously. 

Data on training programmes IS not revealed by SSA ami VII/\/\. It may he 

concluded that though training programmes arc very important for further 
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development of human resource. hut most of the N(iOs arc not organizing reasonable 

lllllllht:r or such programmes consistently. . . 

Table 3~13 No. of l'eople attended training programmes organized by NGOs 

Year ICCW GVSA soccc KGNMT BRO TOMS SSA 

1990-91 1473 NA NA NA NA 660 NA 
1991-92 1314 207000 NA NA NA 660 NA 
1992-93 1615 90000 NA NA NA 3360 280 
1993-94 2095 168000 NA NA NA 2800 350 
1994-95 1832 1'80000 NA NA NA 400 NA 
1995-96 1636 126000 NA NA NA '580 200 
1996-97 808 240257 NA NA NA 1900 NA 
19.97-98 876 252474 NA NA NA 2184 902 
1998-99 1110 240550 50 NA NA 672 NA 
1999-
2000 901 270520 220 5000 NA ' 12i6 735 
2000-01 684 271257 128 9538 NA 3270 583 
2001-02 821 . 270584 287 13114 -5520 3073 NA ------ --·------- --·-. ---
2002-03 386 228733 279 17278 8932 3'170 200 --·---- ----- -----~--· --·-- ---- ------- ----

2003-04 573 240000 375 16569 9460 8472 1069 

2004-05 NA 120000 347. - NA 9911 2814 2000 

Number of trainees attended training programmes organized by the NGOs over a 
. . 

period of time is presented in the table 3.13. It is learnt that reasonable. number of 

participants have been attracted to the different training programmes. It is noticed that 

more number of participants attended such programmes organized by GVSA followed . . 

by KGNMT and TOMS. It is also observed that a number of participants are 

inconsistently attending the training progranunes over a period of time. In case of 

SSA data was not available for some years, whereas data was not revealed VHAA. 

As a whole it may be concluded that the programme organized by the NGOs 

respectively are able to attract reasonable number of participar1ts. 

Table 3. 14 Year-wise No. of Beneficiaries of Sipajhar Diamond Club & 
Communitv Centre 

Year Number of beneficiaries 
Individuals Families Groups Villages 

1992-1996 'NA NA NA NA 
1996-97 825 0 0 0 
1997-98 274 0 90 3 
1998-99 187 247 29 0 
1999-2000 2397 715 169 23 
2000-01 2855 552 52 7 
2001-02 2430 55 248 10 
2002-03 524 2340 476 47 
2003-04 950 1273 '925 122 
Total 10442 5182 . 1989 212 
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From the above· table (3.14)' it is undcrstoou that the organization is aimed. to serve 
I . 

various multiple target groups sut:h·as the individuals, fiuHilics, groups and villages. 

The major programmes which are focused on the individuals are related to health, low 

cost sanitation, income generation, agriculture, income generation, credit, 

reproductive and child health, veterinary camp, self-help groups, rural development 

etc. the major programmes that have targeted the groups are credit saving and self-
' . 

help group: Programmes like income generation, agriculture. Low cost sanitation, 

credit and rural development have also targeted the families. Income generation 

programme specially self help group formation are successful in reaching out to the , 

villages. 

Number of individual beneficiaries is followed by families, groups and villages with 

insignificant variati.ons during the specified period. In case of all segments of 
' . 

hcncliciarics int:onsistcnt growth <if new hciJcliciarics is noticed. 111 case or i11dividual 

beneficiary during 1.999 to 2002 good number of beneficiary was added. Similarly in 

case of families in 2002~2004 good nwnbcr of families were assisted. The nwnber of 

groups and villages were also significantly increased during 2001-2004. As a whole it 

is understood that the or~ru1ization is attempting to improve its networking of 

beneficiaries to be served. 

Table 3. 15 Year-·wisc No. of Beneficiaries of Shanti Sat.lluma Ashram 

Year Number of beneficiaries 
Individuals Families Groups Villages 

1992-93 27835 0 72 280 
1993-94 0 1000 1 20 
1994-95 - 0 0 1 0 
1995~96 0 0 3 12 
1996-97 0 0 0 0 
1997-98 902 0 0 0 
1998-99 0 0 0 0 
1999-2000 735 0. 25 0 
2000-01 0 583' 0 0 
2001-02 0 - 0 0 0 
2002-03 0 0 0 13 
2003-04 1069 0 0 0 
2004-05 0 0 0 0 .. ---------··-----
2005 ( April-
June) 2000 0 0 0 
Total 32541 1583 102 325 

Table 3.15 has revealed that the organization has focused more on individuals and 

families as beneliciarics. The number of individual beneficiaries is followed by 

120 

-



families, villages and groups. The programme 'Literature for adult' (1992-93) had the 

highest number of in~ividual beneficiaries followed by .training on vocation, food 

processing and non-formal education. Both the programmes "Khoj" ( 1993-94) and 

".Nursery" had the highest number of families as beneficiaries f(Jllowed by United 

Nations Development Programme. Highest number of groups and villages were 

covered by the programmes Literature for adult and non-formal education. 

Year wise addition of new beneficiaries in difTcrcnt categories is inconsistent. A 

specific trend is absent. In some years there is an addition of consi.derable number of 

certain_ categories of beneficiaries, which is again not ref1e~ted in the subse_quent 

years. The year 1992-93 had the highest number of beneficiaries. The year 1993- 94 

showed a substantial increase of families and villages as beneficiaries, but the san1e 

was missing in case of individuals. The addition of new groups in this year is not 

significant enough. from 1997-2005 there is a siJ:!nificant increase of individuals as 

bcneliciaries. Thus it can be said that the addition of new hcnclieiarics is programme 

specific. The organization has tried to focus on the category of beneficiaries according 

t.o the programmes undertaken by them. 

Table 3.16 Year-wise No. of Beneficiaries of Bosco H.e~Jch Out 

Year Number ·of beneficiaries 
Individuals Families Grou~s Villages 

1992-99 NA NA NA NA 
. ------·~-· 

1999-2000 4643 0 498 226 
2000-01 7284 0, 695. 334 
2001-02 8641 494 842 429 
2002-03 9418 0 910 441 
2003-04 14509 1540 2257 1112 
2004-05 ' 29703 14879 2394 864 
Total 74198 16913 .7596 3406 

It is observed from the table (3 .16) that .there is a steady growth of berieficiaries of the 

organization. The bt;neficiaries are composed of individuals, families, groups and 

villages. Amongst all the programmes 'Integrated Human Development Project' has 

. the highest number of beneficiaries focused on all the types of beneficiaries. It is seen 

that in several programmes like Integrated Human development. cmpowermcnt of 

·people, promotion of credit uni.on,. mushroom and honey. agriculture development the 

number of women benefiaries outnumber men. Some programmes like empowerment 

of people, promotion of credit union, agriculture development me focused on families. 

Many of the programmes arc also focused on groups, for example Integrated !Iuman 
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Development Programme,' promotion of credit union, micro credit programme and 

Swamajayanti Gram Swarojgar Yojana (SGSY). 

The number of individual beneficiaries is followed by families, groups and villages. 

The year wise data regarding the addition of i1ew beneficiaries has revealed an 

increasing trend. In the year 2001-2002 for the first time families were added as 

beneficiaries. The figures of beneficiaries of various types have increased manifold 
. . 

times in the year 2003-2004 and again in the year 2004-2005. During this period the 
' 

number of individual· beneficiaries has more than doubled that of the previous y~ar: 

There is also a high addition of families and villages in this year. It is evident from the 

data that the organization has taken up a nu!11ber of new programmes from the year 
. . 

2003 onwards and is now more focused on the beneficiaries: 

Table 3. 17 Year-wise No. of Beneficiaries of Gyan Vigyan Saniiti Assain 

Year Number of hcncficia rics ----- ------·--------. - ·-- --- .. --
Individuals Famllios Groups _vlllagos - -------- ------------- - -- ... . -- .. 

1992-93 223127 0 0 1235 
1993-94 223127 0 0 1235 
1994-95 223127 0 0 1236 
1995~96 225927 0 0 1236 
1996-97. 225927 0 0 1236 
1997-98 1526 0 94 0 
1998-99 6448 0 419 0 
1999-2000 11359 0 653 0 
2000-01 29013 0 1802 0 -----------
2001-02 29163 0 1832 0 
2002-03 NA NA NA NA 
2003-04 NA NA NA NA 
2004-05 NA NA NA NA 
Total 1198744 ---- 4800 6178 

It is seen from the table 3.17 that the organization has emphasized more on the 

individuals and villages as bcncliciarics. 0ruups, as bcncliciarics werT included since 

1997-98. Families as beneficiaries arc absent. Th~ number of beneficiaries is highest 

in the category of individuals followe!=l by villages and groups. Programmes like Total 

Literac;y Campaign, Joy· of Learning, Prochesta have included a large number of 

individuals as bcncliciarics. The prugrmnme Total Literacy Campaign has included 

villages as beneficiaries. From 1997-98 groups were included as beneficiaries, which 

increased drastically in the year 1998-99 and again in the year 2000-0 I. In the year 

2001-02 also there was an equal addition of groups as beneficiaries. Further the data 

has revealed no addition of new bencliciary of any cakgury from 2002-05. This is 
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because the organization has not implemented any new programme. The organization 

has focused on monitoring <.~nd assisting the earlier hencficiarics only:/\ specific t~end 

of addition of new beneficiaries is not visible. . I 
Table 3.18 Year-wise No. of Beneficiaries ofTezpur District Mahila Samiti 

Year . Number of beneficiaries 
Individuals Families Groups Villages 

1990-91 660 ---- ---- ----
1991-92 660 ---- ---- ----
1992-93 4000 ---- ---- ----
1993-94 3000 ---- ---- ----
1994-95 500 ---- ---- ----
1995-96 3000 ---- ---- ----
1996-97 2000 ---- ---- ----
1997-98 4000 ---- ---- ----
1998-99 2000 ---- ---- ---- -• -
1999-2000 2000 ---- ---- ----
2000-01 3500 ---- ---- ------------ ·-----···--·-------· -----
2001-02 3500 ---- ----
2002-03 4000 ---- ---- ----
2003-04 10000 ---- ---- ----
2004-05 6000 ---- ---- ----

. Total 48820 ---- ---- ----

As shown in table 3.18 data related to the beneficiaries provided by TOMS is in terms 

of individuals as the· organization is concerned with devclopme'nt of individual 

women first. It is understood that there is a substantial increase of beneficiaries in the 

year 2003-04, followed by the year 2004-2005, ai1d equally in the years 1992-93 and 

1997-98. Various programmes like weaving, handicraft, jute products, food products, 

education, legal aid and health are focused on the individuals. The 'Thrift and Credit 

Programme' (Mahila Sanchay Bharal) is focused on groups. A specific trend of 

addition of new bencticiaries is not visible. Overall it can be said that the organization 

has shown a healthy trend of addition of new beneficiaries. A _drastic increase or 

decrease in the number of beneficiaries is absent except during the years 1994-95 and 

2003-04. Thus it can be said that the organization has well focused plans reldted to 

maintaining the existing b~neficiaries and adding the new 'ones. 
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Table 3.19 Year-wise No. of Beneficiaries of Indian Coundl of Child Welfare 

Year Numher of beneficiaries - -----
Individuals Families Groups Villages 

1994-95 1832 0 0 0 
1995-96 1983 0 0 0 
1996-97 1155 0 0 0 
1997-98 1237 / 6 0 0 
1998-99 1499 21 0 0 
1999-2000 1314 33 0 0 
2000-01 1215 54 0 0 
2001-02 1328 42 0 0 
2002-03 937 48 0 0 
2003-04 3427 24 0 0 
2004-05 1270 24 0 0 
Total 17197 252 0 0 

It is understood from the table 3~ 19 that the major focus of the organization is the 

individuals. Within this segment again the prime focus is on children and women. The 

programmes which arc targeted' on chilc.Jn:n are lntcgrutcd Programme of Street 

Children, Sponsorship programme, Project Interact of Rajib Gandhi Foundation and 

Sarva Shiksha Abhijan. The programmes that are focused on women are Udisha 

Programme (Anganwadi Training) and family counseling. Only a few male 

individuals are recorded as beneficiaries under the programme 'Fan1ily Counseling'. 

A specific trend of addition of new beneficiaries is not seen. Family as a set of 

beneficiary started from , 1997-98 1 with the inclusion of Family Counseling 

Programme. 

The highest number of individuals as beneficiaries is observed in the year 2003-04. 

This is due the inclusion of the programme 'Sarva Shiksha Abhijan · that year. Thus it 

can be said that the organization. has considered horizontal expansion rather than 

vertical expansion of its work. 
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Table 3.20 Year-wise No. of Beneficiaries of Kasturba Gandhi National 

\Memorial Trust 

Programme Year Number of beneficiaries 
,---·----- ------·---·-- ------

Individuals Families Grou~s Villages 
P1 1995-96 660 0 0 105 

·p2 1995-05 840 0 0 105 
P3 1995-05 2200 0 .0 
P4 · 1995-05 0 4200 0 15 
P5 1995-05 3780 0 o· 147 -
P6 1995-05 2100 0 0 
P7 1995-05 1050 0 0 105 
PB 1995-05 2100 0 0 
P9 1995-05 6000 0 0 105 

P10 1995-05 0 6300 0 105 
P11 1995-05 200 0 0 15 
P12 1995-05. 660 0 0 154 
P13. 1995-05 0 10500 0 0 
P14 1995-05 . 0 3150 0 0 
P15 1995-05 630 0 0 0 ·---·-- ·- ----·- ~- -- -·---·-·- .. ---- -·--·· . - .. . . 
P16 1995-05 0 0 21000 0 
P17 2000-05 160 0 0 
P18 1999-05 0 0 1050 0 
P19 1999-03 0 3580 0 0 
P20 1999-05 6600 0 0 0 
P21 1999-2000 '20 0 0 0 
P22 2000-2001 . 1000 0 0 a· 
P23 2004-05 2000 0 0 0 
P24 2002-05 0 0 500000 0 
P25 2000-05 2000 0 0 0 
P26 2004-2005 80 0 0 0 
P27 2000-2004 300 0 0 0 
P28 2000-2005 480 0 0 0 ----

Total 32860 27730 522050 856 

Table 3.20 reveals that unlike the other NGOs, this organization has recorded data 

according to the programmes. Data regarding the beneficiaries is provided for twenty­

eight programmes, which is spreaded over ten years. The highest numbers of 

beneficiaries are the groups followed by the individuals, families and villages. 

Seventeen of their programmes have operated from the year 1995; five progran1mes 

from the year 1999; four programmes from the year 2000; one programme from 2002 

and two programmes from the year 2004. AIDS awareness camp li.1r women was a 

year programme conducted twice by the organization, once in 2000-0 I and again in 

2004-05. The programmes like Shanti Sena Can1p and Gram Swabalamban and 

. Sadhbhawana Yatra are focused on groups. Some of the major programmes targeted at 

the individuals are nutrition, creche, -adult education, pre-basic training, weaving, 
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spinning and craft training, maternity care; awareness generation, youth camp, 

mushroom production training, vermi compost trait~ing etc. The programmes which 

arc-Jucuscd on the families arc Nasha Uandi, sanitation, women awareness camp, 

smokeless chulha, reproduction and child health. The important progran1mes that are· 

directed to cover villages are nutrition, creche, nasha bandi, weaving, spinning, crall. 

and sanitation. 

As the year wise addition of new beneficiaries is not available, the trend could not be 

observed. It is seen that the organization is more focused more on fulfilling its 

targeted figure of beneficiaries. 

Table 3.21 No. of Training Programmes organized by Supporting Agencies 

Year RGVN liE NIPCCD CAPART'IrBM SWD SIRD NAB-ARD 

1990-91 10 NA 17 NA NA ~~ NA NA 
1991-92 . 15 NA 12 NA NA NA NA NA 
1992-93 16 NA 13 NA NA NA NA NA -----------
1993-94 15 NA I NA NA NA NA NA NA --------· -------- ·---···.- --~ --·.- ·- ·-- --- ---. 
1994-95 4 43 15 NA NA NA NA NA 
1995-96 11 47 18 NA NA NA .NA NA 
1996-97 14 32 14 NA NA NA NA NA 
1997-98 11 39 NA 10 NA NA · NA NA 
1998-99 13 59 17 8 1 NA NA NA 
1999-
2000 25 69 18- 11 4 NA 164 NA 
2000-01 43 79 25 13 5 32 143 NA 
2001-02 17 72 8 11 3 32 246 NA 
2002-03 13 97 23 5 2 36 469 246 
2003-04 37 120 NA,.,.. 7 2 42 677 754 
2004-05 NA NA NA NA NA 153 NA 42 

Table 3.21. presents the number of training programmes organized hy the supporting 

agencies. It is understood that the major supporting and sponsoring agencies have 

been organizing tailor made training programmes lor ·various employee/worker 

segments of the NUOs. Nature and type of such programmes haw hcen discussed in 

chapter 4 and 5. It is learnt that SIRD, NABARD have been organizing relatively 

more number of tr~ining programmes followed by liE, RGVN and Social Welfare 

department. It has also been seen that over a period of time a number of training 

programmes have increased. It may be concluded that the supporting agencies have 

been attempting to organize specific training programmes meant for NGO members. 
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Table 3.22 No. of N(;() workers attended Training Prognammes organi1.ed hy 

Year RGVN 
_ Supporti~_and Sp~~:!_ori_!!g_~genc_~~~; __ · _ "----=-- _" ___ " ___ ---·-

liE NIPCCD CAP ART. 118M SyYD SIRD NABARD 
·-------- ---- ------ ------·-- ------- ---·----

1990-91 1484 NA 530 NA NA NA NA NA 
1991-92 1102 NA 308 NA NA NA NA NA 
1992-93 1002 NA 304 NA · NA NA NA NA 
1993-94' 417 NA NA NA NA NA NA NA 
1994-95 132 1168, 397 NA NA NA NA NA 
1995-96 532 1523 462 NA NA NA NA NA 
1996-97 227 782 462 NA NA NA NA NA 
1997-98 224 857 NA 339 NA NA NA NA 
1998-99 900 1556 '535 230 33 NA NA NA 
1999-
2000 1484 2306 516 256 460 NA 10000 NA 
2000-01 1479 2297 811 390 96 1140 5000 NA 
2001-02 189 2069 444· 253 80 1105 14639 NA 
2002-03 253 2914 1055 152 36 1260 23973 17822 
2003-04 937 4019 NA 353 53 1435 33033 22722 
2004-05 NA NA NA NA 57 5355 NA '924 

Table 3.22 reveals the number of NGO workl:ts allc.;m.ling_ the training prugr<mlmcs 

organized hy sponsored agencies. It is noticed that representative of NGOs have been 
' · attending the respective training programmes -in most of the cases. In case of RG VN 

the number of participants is not increasing in proportion to the number of training 

programmes organized. SIRD, NABARD, liE, Social Welfare Department were 

unable to mobilize good·number of NGO representative for imparting requisite skills. 

Even though the nurhber of trainees has been increasing, it is understood that the same 

is not happening in proportion to number of training programmes. ' 

Table 3.23 Amount of Assistance gh•en ~y Sponsoring Agencies 
; .. 

Year RGVN liE NIPCCD CAP ART 118M SWD NABARD 

1990-91 NA NA 38537.00 NA NA NA NA 
1991-92 NA NA 93411.90 ' NA NA NA NA 
1992-93 NA NA 419772.90 NA NA NA NA 
1993-94 7399515/- NA NA NA NA NA NA 
1994-95 . ·11808983/- 773785.10 633121.00 NA NA NA NA I 

:1995-96 10887469/- 392610.40 724867.03 NA NA NA NA I 
I 
I 

1996-97 50149/- 461432.97 NA NA NA NA NA 
1997-98 14583567/- 1774648.70 NA 271200/- NA NA NA 
1998-99 17103916/- 1026253.57 219000.00 172500/- NA NA NA 
1999-
2000 19139979/- 1200640.15 NA 204800/- 101900/- NA NA 
2000-01 22709740/- 2029592.65 495451.00 331500/- 200012/- 11690000/- NA 
2001-02 9380174/- 2904697.75 238573:00 450403/- 156400/- 11702000/- NA 
2002-03 9354609/- 5400640.00 191557.00 325360/- 87800/- 9694000/- 2073000/-
2003-04 . 9088560/- 7245307.00 NA 280245/- 151464/- 9151000/- 4295892/-
2004-05 NA NA NA NA 56250/- 10145000/- 110750/-
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Amount of assistance given by sponsored· agencies is discussed in table 3.23. It is 

encouraging to note that various sponsoring agencies have been funding several 

project~ of the NGOs. It is learnt that sponsoring projects has been encou'raged with 

inconsistent support over a period of time by most of the sponsoring agencies. lt may 

be concluded that consistent growth of sponsoring projects is not observed in most of 

the cases. Data related to amount of assistance provided by SJRD was not available. 

c'onclusion 

NGOs i~ India have traveled a great distance from being a part of Indian society being 

involved in charity in the pre-colonial. phase to organizati01is instrumental in social 

action and freedom movement and ultimately becof!ling active players and partners in 

the development of ~he country. In this endeavour they have ~eceived support from 

various funding agencies. They have transformed themselves into full fledged 

organizations thinking and acting professionally. But it has also led. to competition 

amongst them. Further in many cases doubts arise regarding the validity of these 

organizations and their commitment. The actual number of NGOs in the world is 

supposed to be. several millions, but there is a lack of factual information related to 

this. The figures of NGOs listed by different directories ranged 5,838 to 43,500. Jn 

India though different authors have mentioned about existence of more than a million 

NGOs but different directories have enlisted 1,350 to 15,445 NGOs. A comprehe~sive 

data is lacking. Reliable data regarding the number of NGOs in the north east India is . . 

lacking, though various sources have mentioned about 450 NGOs. In Assam different 

directories have enlisted on an average 200 valid NGOs. It is important to add here 

that the directories have included the names of only those NGOs either to whom they 

had extended external support or those who themselves have taken the initiative to 

enlist.thcmsclves in the said directories. 
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· Chapter-4 

SUCCESSf l NGOs: THE 
CH NGE MANAGEMENT · 

' 

PROCESS · 



For the purpose of this research study s1x successful NGOs from Assam were 

selected. The parame_ters to judge success of an NGO arc: (I) Quality of loan, grant 

(funding) received and their utilization; (2) . Payback of loan: (3) Project 

implementation; (4) Developmental work carried out i.e. the impact of its work in the 

society; (5) Reputation of the NGOs; (6) Positive feedback from the funding and the 

supporting agencies. 

Based on the above parameters, the successful NGOs sck<.:tcd wcrc, Bosco Rcach 

Out, Shanti Sadhana Ashram, Gyan Vigyan San1ity Assam, Voluntary Health 

Association of Assam, Sip<tihar Diamond Club wid Community Centre and Tezpur 

District Mahila Sarnity. A bri~f profile of the organizations was presented in the 

previous chapter. In this chapter the data colle<.:tcd from these NGOs is pn.:sentcd in a 

detail form througha framework, which is common to all of them. 

BOSCO REACH OUT 

Organization Profile 

Origin: The Saiesians had begun their work in North India in 1922. The impact of 

their work was significant. Following the democratic trends in the development sector 

and the society at large, the salesians decided to give their deveiQpmcnt initiatives an 

organizational structure in the North East India. This ideological shift in approach 

resulted in the birth of Bosco Reach Out, a non-profit, non -political and non­

religious body, in the year 1983 at Shillong. 

Bosco Reach Out (BRO) is a social developmental organization of the Salesian 

Province of Guwahati, committed to integral and holistic development of the people. 

The promoters were young salesians with postgraduate training in social work, who 

were instrumental f(lr the growth of the organization in the initial years. Father Paul 

Kuttala was the first director of BRO: 

Area of Operation: Present area of operation is lower Assam and entire Meghalaya. 

The Central Office of BRO is located at Ulubari, Guwahati. Previously, it was housed 

in Don Bosco. Provincial House, Guwahati. The Rural Resource Training Centre 

(RRTC) is the official training centre of BRO, which is located at U1nran, in the state 

of Meghalaya. Now they have a training centre aiQng with their central office at 
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Ulubari, Guwahati also. The Mcghalaya onicc is located at Don 13oscu Technical 

School (the registered office) Shillong. 

The vision, mission and objectives of the organization arc as follows. 

Vision: The vision statement ofl3RO is stated as- 'BRO visualizes a self- reliant and 

self sustaining community where people live responsively striving lor a just and equal 

society.' 

Missiun:' BRO seeks to m:hieve integrated development through ctnpowcrmcllt of tltc 

people by organizing them into Self-Help Groups (SHGs), building ·their capacities 

and enabling them to utilize optirm1lly the available resources.' 

Objectives: The major objecti\feS that BRO has set for itself arc to-

1. Sensitize people about the need for self -help for development, and organize them 

into SHGs (Self-Help Groups), gradually shaping it as a people's movement. 

2. Enhance access to and control over financial n.:sourccs through saving ·and credit 

mcd tall i s111. 

3. Increase income through improved production and marketing of agricultural 

produce, development of skills and promotion of farm and non-f~mn based micro­

enterprises. 

4. Build capacities of people particularly of women, so as to achieve greater gender 

equality in the society. 

5. Ensure food security through conservation and processing of food products. 

6. Facilitate the establishment of linkage between SHGs and health institutions with 

a view to adopt measures for improved health. 

7. Provide support to other NGOs in order to carry out developmental activities for 

the grassroots communities in an effective manner. 

The above listed objectives of BRO have been divided into long tenn and short term 

goals as follows: 

Long lerm goals: Social development and development by empowerment. 

Shorl lermllmmediute goals: Realization of community devdopm<.:nt through SIIUs 

and to attain the target pertaining to fonnation of SHGs is the organization's 
I 

immediate goal. 

Activities: the activities of Bosco Reach Out arc presented in Table 4.1. 
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Table 4.1 Activities uf IJuscu Hcarh Out 

Sector Name of the Sponsoring 
' 

Description of work 
programme 

agency 

Community Integrated IFAD, Effort towards improving the 

Development Human MISEROR, KKS, quality or life or the target 

Development Comide etc. people through raising the 

Project, Women 
. 

economic condition, 0 0 

Dcyelopment, empowering them. sc.cking 

Community their participation in 

Resource development etc.~ developing 

Management and empowering women; 

Project. pl~mning optimum utility of 

availahle resources .etc.; Skill 

lkvdopmcnt of the targd 

\ group. 

Micro- Micro- finance North Eastern It includes organizing people 

finance Council, National into Sci~- Help Groups for 
·. Bank Of saving and lending money to 

Agriculture generate economic activity. 

Development, This programme is under 

state government, ·operation in 20 regions of 

Spice Board, Assam and Mcghalaya 
) Small Industries covering around 400 villages. 

Bank of India. 

Skill Skill KKS, Comidc It deals with skill 
0. 

Development Development development particularly 

agriculture and animal 

I 
husbandry. It provides support 

. 
to the Community 

Development Project, and 

. also serves members ti·om 

other NG()s/institutions. 
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,-------------r------------~-,----------------,---------------------------, 

Education EnvironnH.:nta!' India Forum for Educating childn.:n, 

Health 

Education and 

Action 

Programme, 

Coaching, 

Sponsorship.· 

Cooperative 

Development, 

Indo German 

Social Service 

Society, Frateli 

Dementi~atti. 

Highway Health WHO, 

Management. 

Project. 

(iovernment. 

sponsoring educatiOI1 for poor 

rural students, meeting the 

educational needs of rural 

students through coaching 

classes with educational and 

financial support to certain 

institutions. 

Working lor prevention of 

AIDS, STDs and generating 

awareness l~lr better 

management of health 

amongst the target population. 
1-----------1--------------- ------------ .. ---··-·- ·- --·--- . .. . . -- ... -
Wdl~tre and Family 

Rehabilation Counseling 

Centre 

' 

KKS. ministry of Looking alh:r wdliuc oFthc 

Social Justice arid family in general, and women 

Empowem1ent 

(Government of 

India). 

and children in particular. It is 

carried out through its Family 

Counseling Centre and field 

visits by its Social 

W ( H-kcrs/v( 1luntn.:rs. 
1------------1------------- ---------------- ---------·- ---·--· - -- ····---------- .. c 

Agriculture Agriculture and 

·livestock 

development 

ProJect 

SKIP 

Research . , Research and Sdf anJ 

Documentation miscdlaneous 

Programme . sponsors 

Governance Local MISEROR 

Governance 

ProviJing Inputs for im:rcascJ 

production anJ management 

of agriculture and livestock 

through modern methoJs. 

To focus on development and 

preservation/maintenance of 

new knowledge. 

Empowering people in 

decision making and 

managcmcn I. 
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Partners' Profile 
. . 

· Employees: The total number of employees in BRO is one hundred and ninety five 

with the following breakup: 

The organization consists of one exe~utive director and orH: 
1 
DL:puty Director. Tht.: 

ad-ministr~tive and finance section including the Bosco Reach Out administrati-ve and 

training centre (at. the head office) consists of one Administrator, one Financial 

Coordinator, one Accountant, .one Junior Accountant, two office staffs, one 

~cceptionist, three drivers, two office helpers and five kitchen statTs. The Community 

Devel?pment Programme unit (COP) unit consists of one Coordinator, one Assistant 

Coordinator, six Zonal Coordinators, twenty-eight Regional Coordinators and tiny­

nine Social Workers. The Support Service Unit (SSU) consists of one Coordinator, 

one Documentation Coordinator, one Training Coordinator and three trainers. The 

_ Rural Resource and Training centre (RRTC) consists of one Director, om.: Training 

Coordinator, two Sub Coon.linah)rs, thn:e l'rojel:t /\ssistants, oJJC /\dlllinistrator. one 

Accountant, two office assistants, two drivers, five Farm helpers and four kitchen 

staffs. The people working in the organization know about the mission. Good number 

of staff is aware of the objectives and mission of the organizations. 

Target Segment: The poor rural people of Assam and Meghalaya comprise BRO's. 

target segment. The organization gives full importance in finding out the needs of its 

target segment for which it holds regular Participutory Role Appraisals (PRA) and 

continuous dialogue with them. Further surveys arc conducted to know their needs. 

Relationship with the target segment is good. 

Sponsoring Agencies: The major funding agencies of BRO include International 

Fund for Agriculture Development (IF AD), CO RAID from Netherlands, COMIDE 

from Belgium, FRA TELLI DE MENTICA TTl from Italy, MISEREOR, IGSSS and 

KS~ from Germany, Government of India - Ministry of Social Welfare, Department 

of Science and Technology, Government of Assam- Sarva Shiksha Abhijan, SIDBI 

(Small Industries Development Bank of India), Spice Board, NEC (NorthEastern 

Council), NABARD etc. 

,Supporting Agencies: MISEROR, IGSSS, NABARD, NIPCCD and ASK are the 

key supporting agencies of BRO. They prov.ide timely guidance to the organization 

and conduct different Organizational Development activities. The involvement of 
. . -

these organizations is limited to the day to day work related problems only. 
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Social \Vorkers: The organization calls the grass roots workers of tl~e community 

development programme as the social workers. Apart from these, people from the 

community who work towards dcvclopnH.:nt arc also its social· workers. The 

organization has good relationship with them. 
\ . 

Management Process: An Overview 

The management process of BRO involves the following steps: 

Planning 

Setting of goals alld objectives: The views of the organizational mpnbers arc taken 

into account while setting its goals and objectives. The different teams set their own 

time bound goals, which are subject to approval of the Deputy Director and the 

Executive Director. 

Types ofp/(ms: i) Planning for the region (long-term i.e. f(>ur to five years) ii) Yearly 

planning (where stare key pcopk and the Sdf llclp Groups sit togelher) iii) ~onthly . 
plan (day wise plan for the month). iv) Micro plan i.e. ~aking one aspect of 

development. Examples of this kind are- a) 'Event-wise micro plan': When Self Help 
I 

Groups (SHGs) or BRO conduct certain event, the people related with the event and 

thekey people of BRO (in case of SHG its members) sit together and try to assess the 

things that would be required from beginning to end. This might include chalking out . 

plans regarding the individuals who would carry out the difTcrcnt activities. the time 

fran1e, the resources that would be necessary etc. This micro p_lan is conducted event­

wise. b) 'Issue-wise micro plan': examples of this kind are the plans for agriculture, 

SHG, village people or the target segment. staff etc. !Jere the people related to the 

issue and the key people sit dow~ together to make a detailed plan. 

The micro plans are overviewed by the regional coordinator. BRO has a Management 

Team comprising of Heads of all units/ departments, including the administrative and 

r financial head. They meet once or twice in a yell! for review, action plan·ning and 

follow up. 'Social Workers' who arc .in charge of the SHGs get in touch with the 

Regional Coordinator on monthly basis for planning and reviewing. Regional 

Coordinators have monthly meetings with the Zonal Coordinator. _51trategic planning 

was carried out by ASK in 1999, which was subsequently implemented. Training 

support was provided by ASK. 

Methodology adopted to carry out the activities: In all its development 

interventions, BRO aims at' empowering its target groups to become responsible 
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ci tizcns. BRO believes. that cmpowcnncnt 'is. the key to sustainable development. 

Hence, BRO's focussed development approach is the empowerment approach. This 

approa<.:h is <.liffcr<.:nt from. URO's earlier approi.lchcs of charity ami n.:licf IiJeasurcs 

toward welfare of the people. The present npj:iroach emphasizes on the inherent 

goodness and capabilities of the people and on tl~eir instinctive desire to better their 

own Iii(;. Thus_ it is a pcople-oricntcu approach. The role of financial assistance is 

minimized and the roles of enthusing, motivating, conscicntising, demonstrating, 

educating and assuming responsibility are n1aximized. 

The following arc the specific methodological guidelines BRO follows in ensuring 

that its work is tovvard empowering the people. 

Self -Help Groups (SHG.\): 13RO uses Sl IG as its development tool. SI IUs will be the 

agents of change and serve as mod<.:ls for sustairwbk :111J intt:gr:tll:d comlllllllily 

development. All developmental programmes of BRO \Yill be channeled through the · 

SIIGs. 

People oriented: BRO place~ its trust on people- their strengths and capabilities. All 

developmental programmes of BRO will be framed for catering to the needs of the 

. people. BRO's role in people development \Viii be that of a facilitator. The 

organization mecms to work on the basis of dialogue and discussion with the people. 

B~ttom -up: Decisions at th~ grass root level will be participatory at all ~tagcs, giving 

adequate signilicancc to people's views aml choices. In order to ensure people's 

participation, methods like Participatory Rural Appruisal (PRA) m1d other 'tools of 

social analysis will be used. 

Collaborative: BRO's coliaboration will be first with the gruss root comnumitics 

themselves. 13RO will make every ctlort to seck collaboration from the community, 

institutions :md organizations, community leaders, community institutional heads etc. 

The organization intends to work in collaboration wit_h the government and church 

· authorities. 

Pro-poor: In all its development interventions, BR.O \Viii focus its attention primarily 

on people bclo·w the poverty line. This will be an important criterion for choice of. 

new areas or work. 

Result oriented: BRO monitors its work through a c;:~rcful analysis of the results 

ad1ievecL The progress of development will be measured on the basis of concrete 

results. Evaluation of results will be both quantitative and qualitative. 
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Gender sensitive: BRO strives to provide equal opportunities to women ·and considers 

them as partners with men in the pr.occss of development. BRO hclicvcs in a gender-

' bahmced society and cnvisagcs empowerment of women by cnhm1cing their 

capacities. 

Cullure sensilive: BRO accepts friendly, amiable and peaceful approach 111 its 

development work. 

The collaborative, bottom-up approach helps ·the organization to undertake 

participatory planning. The needs of the target s~gment ~re better fulfilled with its 

pro-poor and people oriented approach. The development aspect of the target segment 

is better served through its SHG approach, which is result oriented. 

· Organizing: The .organizational structure of BRO presents a hierarchical fom1 

havi~g diffcrcnt units to work al1cr diffl:rcnt aspccts of work. This is slliiWII in hg 4. I 

below. 
I ·. 

General Body 

Govcjng. Boar~ 
ExecJve .Director 

DcpoJ Director 

RRTC Office Administration & Finance COP Unit SSU Unit 

I 
Director RRTC 

. I 
Administrator 

I 
CDP Coordinator 

I 
SSU Coordinator ' 

RRTC= i{ural Resource Training Centre 

CDP = Cofnmunity,Dcvclopmcnt Programnw 

SSU =Support Service Unit 

Fig 4.1 Organization Structure of Bosco Reach Out 
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Director ( RRTC) 

I . 
,. 

Manag r 
Training and 

Documentation 

Manager Manager 
Livestock Agric lture 
and Fisheries 

Manager . 
Appropriate 

Manager Manager 
Food Administration, 

Mana~er 

Marketing 

Assi tant 
Manager 
Livestock 

Skilled labour· 

As istant 

Te]:~:or 
Manager 

Agriculture 

Supervisor 

Appropriate 
Technology 

Processing Fi 1an.ce 

Otli<.:c• Ass stant Acco lmtant 
And Receptioni.st 

Assis ant, Kit~:hcn Ass slant, Transportation Ass slant, 
and House and P rchase building maintenance 

Keeping and stores 

Cooks Housekeeper Drivers Skilled labours 

Fig 4.2 Organization Structure of RRTC of Bosco Reach Out 

Administrator 

~ 

Financial Coordinator Office Assistant Driver· 

I 
Assistant 

Fig 4.3 Organization Structure of Administration and Fi-:tance Unit of Uosco Reach Out 
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Liaison 
Sponsorship 

· Coordinator 

SSU Coordinator 

.I 

Documentation 
Coordinator 

Trainer HI-IMP SK P 
Coordinator Coordinator 

HI-IMP: Highway Health Management 
Project Coordinator 

Fig'4.4 Structure of SSU (Support S~n·iceUnit) of Bosco Reach Out 

Execltive Director 

I 
Deputy oyector (COP) Coordinators 1CRMP) 

Family Cjunseling Zo1 coordinator cc 

Social worker 

Coordinators 

I 
Regional Coordinators 

I 

Socia worker Social worker 

COP== Community Development 
Programme 

CRMP == Community Resource 
Management Programme 

TC =Training Coordinator. 
CC= Commu.nity Coordinator 

Fig 4.5 Administrative Structure of CDP ~f Bosco Reach Out 

The organisation structure of BRO presents a de-centralized form. reflecting diOcrent 

aspects of the work BRO are involved. Members of the general body and. governing 

. body are constituted of Don Bosco Society members ~nd staff. The Executive director 
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is the overall in charge of the organization. He/she is responsible for over-viewing the 

day to day functioning of the organization and effective implementation oLthe plans. 

The Deputy Director is the second in command after the Executive Director. In the 

latter's absence, he assumes the principal responsibility. l-Ie is consulted by the 

Executive Director in decision-making activities. The director RRTC is in charge of 

Rural Reso.urce Training Centre. He is responsible for monitoring the work of the 
. \ 

different departments under RRTC, namely- training and documentation, livestock and 

fisheries, agriculture, appropriate technology, food processing, and the supporting 

units like marketing, administration and ~nance. The administrator is in charge of the 

office administration and finance. l-Ie is responsible for effective functioning of the 

office and the staff. The financial . coordinator reports to the administrator. The 
. . 

responsibility of the financial coordinator is managing financial resources of I3RO and 

monitoring its'day-to-day expenses SJ:lccially those under proje<.:ts. lie. is ~;11ppo::l'd to 

submit weekly reports to the administrator. The CDP coordinator is assigm:d to . ' . . 

monitor the programmes related to the community Development. He looks after the 
. ' 

work of the family counseli_ng center and tre zonal coordinators. The zonal 

coordinators monitor the work of the regional coordinators, who in tum looks after the 

work of the social workers. The SSU coordin~tor is responsible to look after the 

matters related to liasoning and sponsorship, documentation,, training, the I-II-IMP and 
I 

· the SKIP project. The SSU coordin~tor plans the training calendar for the 

organizational members, the partner NGOs and the target segment. 

Leading/Directing · 

Leadership: The leadership style 1s participative, though the ultimate authority of 

taking important decisions is the Executive Director. The leader (Executive Director) 

of BRO team and .the other leaders of ditTerent teams of BRO arc very dynamic. The 

leader of BRO is able to take the organization quite efficiently towards achieving its 

objectives. The executive director delegates authority and power to the subordinates. 

Decisions related to important matters are taken in. consultation with the 

organizational members. BRO exerts initiatives towards motivation and skill 

upgradation of its people. An effort is made to provide a good working climate. In this 

way the lead~r is able to motivate the organizational members. 

Communication: Communication in the organization is carried out through the 

following means: 
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a) Verbal forms: Face to face communication, .monthly meetings of the projects/ 

coon.linators for example,· the regional coordinators have monthly mcdings with the 

zonal coordinator; telephonic conversation, usi.ng the service of.a messcr1gcr in case 

of emergency. 

b) Written forms: Within the office for important matters written communicaiion 
. . 

through oflicial letters and mcnfos is utilized. C~mummication with th~: CDP. SSU 

units etc. (field units) arc in written fonn. Monthly reports arc submitted by the 

employees/ workers, staff. Social workers (grass root workers) ~ho are in chargq of 

SHGs, get in touch with the regional coordinators on monthly basis and send monthly 

reports. Letters (mailed at the org'anization level from administ~ation signed by the 

Director) are sent to all organizational members when some important matter is to be 

intimated to them 

Staffing 

Recruiting: for those jobs that rcqutre skills, advertisements arc placed and ·the 

individuals arc selected through proper screening process. For others references arc 

used to find. peo'ple. They also utilize organizational manpower database and 
' . . 

performance results to select the individuals, for example through promotions and 

internal transfers. Link between tasks and people, and job fitness is. seen. This aspe~t is 
' ' 

explored while selecting .people through interviews and subsequently they . are 

observed on job. People with professional qualifica~ions in agriculture, veterin.ary~ 

fisheries, management, Social Work are taken. Care is taken to link the tasks to 

People, and Job - Fitness. While selecting people through interviews this asp.ect is. 

explored and later the results arc observed. 

Role clarity: Role clarity including Job Description and Joh spccilication exist riow. 

These came into existence ·atter a 'Strategic Planning' exercise ·was conducted. U~1dcr 

this 'Role Profiles' were made clear during the workshops. 

Controlling 

PerjiJrinance Appraisal:· Performance Appraisal for starr is conducted on yearly 

basis. A format exists. which is different for different category. It is actually a self-
, . 

appraisal form, on which comment isto be given by the superior. This is submittt;d to 

the Executive Director who may place it to higher authority like the management 

Committee. Monthly Reports arc to be st'tbmittcd to the coordinators regarding 

progress of the work and utilization qfresources. 
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Individua] Dynamics 

Orgtmizalion cullure: The organization emphasizes on values like sincerity, loyalty, 

hard work. honesty, commit.ment and dedication. It tries to work as a family without 

considering the hierarchy. The working climate is go~d. Individuals arc committed 

and very much motivated. The individuals have a very good interpersonal 

relationship. 

Co,?flicls: Co.nflicts are negligible. A grievance cell exists to handle grievances of 
'I 

people. -

lnfluenliallpowerful persons: The Director and the Deputy Director is supposed to be 

the most powerful people in the Organization because of their position and 

knowledge. The respective heads of the departments are also thought to be powerful 

because of their position. There arc no cases of politics playing any roll.: in the 

organization. 

Conlribulion <~f lhe individuals: The 'individuals who, have tremendous contribution \ 

towards the organization are Father Qcorge Palamattam, Father Paul Kuttala 

(promoters), Father Davis Aricatt, the present Director, and Father Cyril the pr~scnt 

Deputy Director of BRO. 

Individuals hampering the organization (negative side): Instances of people 

hampering the organization are very less. Some examples are submission of wrong 

reports and thus trying to misiead the organization. 'sometimes people do ·11ot work in 

field properly, thus the organizational activities are hampered. 

Group dynamics 

' Type of groups: BRO functions as a single \vork team. But, it is comprised of several 

work tcan1s like the difft:\Gnt Departrtlcniai·Tcams; tht: I1rojt:cl Teams and the three 

units like, the Community Development Progran1me Unit, Rural Resource Training 

Vnit and the· Support Service. unit. The intra and inter tean1 activities are very 

satisfactory. 

Team Building activities ar~,earried out at-least twice a year. Organizational politics is 

absent. 

Conflict: No groups are in contlict. Also none of the groups have tried to hamper the 

organizational work. 

Contrihwion of partners: The stt~fl' (people ·or the organization) and the wnwltum:y 

agenL)' (ASK) a~:c involved in setting objectives (goal setting). The contribution of the 
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target. segment IS their involvement 111 the developmental activities of the 

organization. The variC.lliS supporting clg(!nc:ies extend assist the organi:wt~(.)ll in their 

training cflurt Ul_1d provide technical and managerial guidance. The sponsoring 

agencies apart from providing monetary support assist BRO in training e'fl'ort like the. 

financial training or any other training. The sponsoring agencies aid in technical . 
guidance of the organization. They also arrru:gc for external evaluation, and i.f any 

drawbacks appear they assist BRO in correcting them and even engage consultants. 

For example, MISEREOR carried out this kind of evaluation and engaged ASK to 

carry out Organi~ational· Development activities., The promoters had built the 

organization. They had set the vision, mission and objectives of BRO. _BRO has 

alliance with a number of agencies for carrying out collaborative work. For example it 

collaborate like with Dr. S.I. Ahmed in AIDS awareness campaigns, with Sarva · 

Shiksha Abhijan in education prograllllllL'. ~ith India l"ortllll f(,r < 'oopcrnlion 

Development (lFCOD) for development etc. 

Evolution of Change Management 

Changes undergone: The organization has positively responded to change both 

reactive and proactive. Some of these are cited below. 

1) The consultants redefined the vision and mission through ·interaction with· all 

people at different organizational levels. This was mostly by means of participation in 

the group discussions. 

2) There had been certain changes in the objectives of the organization. In the first 

stage, the. prime objective of BRO was to help peopl.e. In the second stage, BRO 

pledged to become more and more professional and to help people to stand on their 

own. In the third stage, it resolved to become result oriented and to train the staff 

accordingly. 

3) Previously the personnel from the organization were not visiting the villages or the 

target population. The work was mostly conducted through their partner NGOs 

(alliances). Now they conduct direct intervention. 
I 

4) After ten years of existence there was one and half years of evaluation (both 

internal and external), thereafter, the strategic plan was carried out which brought 

forth many changes. 

For example, now .they have written joh description and joh spccilication; recruit 

professional staff; they have adopted changes in carrying out their activities and 
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planning progran:mes like, use of PRA, where the target s-egment is initiated to carry 

out an exercise to assess their own needs. The suggestions tor structural modifications 

were' coJsidered_ Now efforts are on to add a new unit namely "Special Project Unit" 

to the. earlier four units- SSU, RRTC,CDP and Administrative and Finance unit. 

5) BRO's approach to development of Rural Tribal Communities in .the North East 

from 1983 to 2000 can be classified into three phases, with distinct shift in approach 

and strategy. This is discussed later as an illustration under 'OD process and 

interventions'. 

Changes needed at present: BRO's learning ,points from the evaluation regarging 

the changes to be brought about are as following. The area of operatior:t of BRO is 

vast hence there is a need for reflection and consolidation of works especially within 

the region. There is a need for role clarity due to the overlapping of roles. There is a 

lack of focussed vision among the starr. which requires to he cha11gcd. The 

organization should attempt to insert proper systems of planning, monitoring and 

evaluation, and formulating proper tools for programmes, staff and fimmce. The 

organization urgently needs to emphasize on a proper documentation system. Last but 

not the least the organization should realize the importance of getting consultants for a 

longer period of time. 

Changes needed in future: The members have expressed the need to have a bro~!J­

based general body with representatives from the targ~t groups, women, regional 

cori1m'ittecs. Memorandum of associations should be amended. Further a need is felt 

to have a Finance Advisory Committee with expertise in financial management to 

revi~w the objectives and provide useful advice on financial management. There is 
' . 

need for a -strategic plan to effectively. carry out the restructuring plan. of BRO and 

also to induct more qualified and professional. people in the organization. The 

organization should evolve a clear activity plan and financial budget. It should 

establish clear linkage between the acti'{ity plan, and the financial plan. The 

accounting system is to be taken care of by means of suitable instruments. An 

efficient control system at the micro and macro level needs to he emphasized. 

Financial management is the weakest link in the organization due to absence of 

competent, experienced and qualified persons to handle financial management. 

Suitable ~tafT pay scale and relevant welfare nieasures to be introduced. BRO need to 

distinguish Organizational, Donor and governmental reporting. It should keep in 

consideration the legal compliance. 
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OD process and interventions 

The 00 process and interventions of BRO can be explained in the following steps. 

Diagnosis: Considerable effort is given by the org~nization towards the diagnostic 

component of the 00 process. The consultants help them in this endeavour. The 

diagno~tic comppnent of the organization can be highlighte9 with the help or the 

Table 4.2. 

Table 4 2 Diagnosmg Organazataonal Subsystems of BRO 

Targets 
a. Total organization 

b. Homogenous System· 

c. Dyads, 

d. Individuals 

Issues Interventions 
Planning, vision, mission, 
objectives, activities; 
strengths, weaknesses o(the 
organization and its 
members; opportunities and 
threats faced by the 
organization; organiz.ational 
pcrforlll:IIH:C. skills of thc 
manpower, prohlc111s f~tccd, 
organizational change, roles 
to be played by different 
people, needs of the 

1 
emgloyces/stanlmcmbers etc. 
Issues related to PME 
(planning, monitoring and 
evaluation). assessment of 
project work and tc<un work, 
leadership, skills and abilities 
of its members, knowledge, 
problems encountered and 
finding solutions, group 
goals, 
change,strengths, weaknesses, 
opportunities and threats of 
the team the demands of.thc ' . 
internal as well as the 
external environment etc. 
Issues related to 
PME/progress ofwork, 
performance, groi.1p goals. 
problems etc. 

Gricv~incc related issues, 
individual perforn1ance, 
'knowledge, skills and 

Strategic planning by the 
consultants, yearly 
planning, micro plan, half 
yearly project evaluation, 
General Body meeting, 
workshops, SWOT 
analysis. future search 
cordl:rl~llcc:>. :;ell' :1pprai:::ll 

limns, intcrnal studiL:s a11d · 
evaluations conducted 
both internally as well as 
externally. 

Weekly, monthly, 
quarterly and six monthly 
meetings. project team and 
departmental meetings, 
workshops, orientation 
programmes, SWOT 
analysis etc. 

Monthly meeting of the 
regional coordinator with 
the zonal coordinator, 
monthly meeting of the 
departmental coordinator 
with the deputy director 
and the meetings between 
the deputy director and the 
executive director. 
l)iah lguc/i nterl~1ccs, 
.grievance cell, self­
appraisal form. 
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abilities. learning, goals, role 

1 
_____________ ,_rrofilc etc. ____________ _ 
c. 13ctwc~.:n organization 
system 

PME (including evaluation of 
the 
organization/organLzational 
performance), resource · 
planning, need assessment of 
the target segment and the 
sponsoring agencies, 
strategies to be adopted, 
Organizational Dcvelopf1lcnt/ 
training related issues, 
control systems, 
documentation systems, 
environmcrital scanning, 
change etc. 

Yearly planning with the 
target segment, PRA 
(Participatory Rural 
Appraisal), nH.:cti ngs with 
the sponsoring and the 
supporting organizations, 
different studies 
conducted by the 
sponsoring agencies, like, 
(inancial management 
study, study on target 
segment etc. 

Action plamzing: The information ~lhtaincd from the diagnostic phase is used to plan 

action at the individual, group ami the organi:~.ational h.:wls. Involving all people 

including its partners is an important feature. This aspect has been already' discussed 

under the head planning. 

Programme Management Component: Care IS taken by the (_)rganization to 

effectively implement the action steps planned earlier by involving all the people: 

Continuous monitoring and evaluations are carried out in this regard and necessary . . 
action is taken to overcome the loopholes and stabilize change. 

Illustrations: Changes undergone and the 00 process in this context can be presented 

with the following illustration, which includes three phases. In all these phases the 

consultants widely involved its partners, namely the organizational members, the 

target segment, the sponsoring agencies and the supporting agencies in the OD 

process (diagnosis, action plarming, implementation and evaluation). 

•Phase 1: 1983 to 1994 

Approach: Inslilulionalized Charity approach lo developmenllhrvugh individuals. 

During this phase, BRO involved itself in development of vocational schools, income 

generation activities, massive relief operations, food subsidy,and vocational skills 

training etc. in order to help poor and create an egalitarian society. 

Evaluation-Diagnosis- action planning- Implementation- Evaluation ( 1993- 1994): At 

the end of ten years of work, BRO and its partners felt that given the changing 

societal and political scenario it must evaluate itself ~md its work. redeline its 

objectives and adopt new approaches and strategy. This thinking resulted more than a 
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year of evaluation. Two major realizations of the evaluation were the need to adopt 

a) Community Centered development initiutil•es, which ensure p<irticipalion of people . . 

·at· planning, man·agement and implementation level. _b) Development Centered 

Community where development emerges from among the people and sustained hy 

them as a habit of attitude. In thi's approach NGOs purely play the role of facilitators. 

People take upori· themselves the responsibility of altering their way of li fc through 

their own means and with their own strength and kno\vledge. · 

The new approach adopted as a result of evaluation included, participation of grass 

root communities, empowennerit of the marginalized people, decentralization of 

power I power structures and· networking with I of like -minded institutions I 

individuals. Keeping the findings or recommendations of the evaluation in view, a 
' -

three years project titled "Integrated Dcvelopme?t Project" was prepared and 

submitted to MISEREOR, which was suhsequwtly approved. 

An evaluation at the end of first year revealed that URO should be more participatory 

in its approach to development. This resulted in the second phase. 

•Phase2: 1994-1999 

1 Apprvach: Parlicipat01y approach to development. 

This approach tried to ensure peoples participation as equal partners and not only as 

. recipients. The idea of self -help group emerged and people gave a proper shape to it. 

The issues and areas of intervention that emerged were, skills training, women 

development, socio-legal forum, Self Help Groups. conducting exposure visits, 

Micro-financing. An evaluation at the end of this phase revealed that BRO should 

focus more on. the SHGs as an independent entity rather than a part of project. This 

lead to the emergence of the next phase, which is as follows. 

•Phase 3: 1999-2002 

Approach: Participatory approach to development continued 1.vith a shift ji-om project 

approach tv integrated programme approach, centra/focus being Self-Help Groups 

(SHGs).·ln this phase I3RO and its partners strongly felt the need to evaluate itself­

the programme's, personnel, and. infrastrU<;ture, and bring in· systems and processes 

consistent with the change. This led to an in-depth evaluation both internal and 

external. 

Evaluation: The findings of the evaluation revealed that SHGs are powerful mode of 

intervention, which. was hitherto unkno.wn and invisible among the small rural and 
' . 

tribal communities of the Northeast India. It must be integrated in all the interventions 
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that BRO. undertake. It should be seen that SIIG dynamics is understood by the 

participating groups and help promote savings. It is important to systematically insert 

proper systems of planning, monitoring and evaluation (PME) ·while carrying out 

different interventions.- Further, a degree ·of caution has to be exercised in expanding 

the geographical area of operation and the programme spreads. Differential plans are 

to be made to cater to groups who are at different levels of financial capacity and 

performance. BRO should continue its task of constant nurturing of the groups. The 
' \ 

ability of groups to manage their ordinary business· has to be strengthened. SHG 

members must be motivated with explanations of the benefits of loans. The urge to 

rush for loans must be controlled. Discussions :md activities must lt)cus on working 

together. There is a need for Organizational Development (00) coupled with staff 

development in BRO. There is a need to improve quality of existing starr in ordL:r to 

monitor the SHGs and conduct micro -credit activities. UsL: or cfTL:ctiw monitoring 

tools has been stressed. Linkages with the banks, financial institutions and 

government agencies should be set up . . 
The outc~me: The evaluations and reflections ushered them into the three year project 

" Integrated Human Development Programme (IHlJPf' in 20 regions in /\ssam anJ 

Meghalaya. The .programme envisages saturating the present villages with SHG and 

forming new SHGs in the adjacent areas, through capacity building and skill 

development. It also aims ~o work towards linking the existing SHGs directly with 

banks for credit·, micro-financing and evolving them into federations with the view of 

achieving bigger visibility and generate impact of~ people's .movement. This will 

· strengthen BRO and decentralize its work within the area. ' 

Solving of the problems: BRO has not faced any serious problem till now. Some of 

the problems, which they have come across, arc cited below: 

1) Problems related to the geographical area of work: 

a) Many places are unsafe and terrorist i1~(ested: The organizational members are 

threatened by the militant outfits. 

Diagnosis of the problem was carried out 'by holding discussions within the 

organization, which were participated by the tean~ leaders, project le~ders, higher 

authority and the. field level workers. For action planning and implcmcn_tation, help of 

social workers and community was. sought to pL:rform the work p~accfully. They triL:d 

to persuade the people opposing I3RO's work by convincing them that the 

organization w~s only working for people's upliftment and is a non-p~litical entity, 
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and also the persons working for 13RO arc not informers. Thus the problem was 

solved through dialogue. Evaluation was done through receiving ll:edhack from the 

field workers. 

b) Working at the field level is very tough. ,Places to be visited are remote, having 

sometimes no meahs of transportation, other than going by foot. All these cause delay 

in completion of work and demotivate the workers,. Monitoring of work is also 

difficult in these areas. 

Diagnosis of the problem is same as above. In the action planni.ng and implementation 

phase, they selected only those field level staff or workers for job who are· very 

committed to work and are tough. Also care was taken to emphasize the fact that ti1cy 

should be ready to work in inhospitable areas. BRO tried to involve and emp~wer the 

community in these areas, so that they themselves could fake care of the activities 

meant fo'r them. Evalu,ation was done through reviewing performance of the field 

level staff and receiving feedback from them as well as tht.: supervisors. 

c) Lack of enthusiasm of the community for whom development is planned 

Diagnosis of this problem was carried out by holding discussions that were 

participated by the coordinators and the field staff. Action planning was done in 

consultation with the target segment. Series of motivational workshops and awareness 

campaigns were conducted to win commw1ity support and participation. Periodic 

. evaluation studies were carried out both internally and externally to see the outcome. 

d) Competition amongst the NGOs: Other NGOs especially the new NGOs try to 

tempt the Self Help Groups to join 'them. 

Diagnosis was,· carried out through review meetings. In the action planning and 

implementation phase, the concerned officials I workers of BRO carried out dialogue 

with the members of those NGOs in order to reach an agreement to carry out their 

respective operations effectively. Evaluation was done through observation and 

getting feedback from the target segment apd the field staff. 

e) Payment of/ami by the beneficiaries. 

Diagnosis of the pr~blem was done in the review meetings. The coordinator of micro­

finance project and the field staff responsible for this activity carried out action 

· planning. The field staff conducted implementation of the action plans. The field 

persons solved the probl~m.through regular monitoring <md .follow-up of the loan.ecs. 

Evaluation was· done by way of getting feedback from activity reports, review 

meetings and the payback statements. 
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Success am/ failures of the OD Process: most of the strategies taken up by the 

organization though arc successful, but their plans regarding competition arc not 

yielding desirable results .. 

Strengths and weaknesses of the OD process: The major strength of the 00 process 

at present is· that' it is systematic and professional. The·.rcason behind this is the greater 

involvement of the consultants. Further the consultants have trained few people within 

the organization who are capable of conducting . OD in their absence. Greater 

involvement of all partners in the OD process is another major strength. Though the 

organization aim at regular monitoring of activities, the evaluations reveal that there is 

a greater scope for its improvement. 

00 Activities: The Strategic Planning exercise carried out in BRO with the help of 

the consultants itself is a major Organizational Development activity. Other training 

related activities are as follows, 

(I) Training on PRA (Part·icipatory Rural Appraisal) was conductl:d l(>r lidd pl:opk, 

. staff and the tatget people. The training is related to leaming of the tools and 

methodology to be used for gathering data. PRA is actually con'ductcd by the village 

people or farmers before the project is designed. It is a kind of exercise conducted to 

assess the requirement /need of the target segment. ASK had played a pivotal role in 

this. (2) Orientation of new staff on concept, functioning, accounti.ng, management, 

monitoring (format exists) of savings, loan (status) and income generation of Self­

Help Groups (SHGs). (3) Training for intemal audit. ( 4) Imparting training skills to 

the staff like, designing the training, subject matter, and delivery. (5) Training on 

federation (cooperation of SHGs)- the concept, policy and guidelines of l3RO 

regarding federation, the managerial skills required like personnel management, 

record keeping, managing finance, organizing meetings ami activities, legal aspects 

etc. (6) Personality development, leadership, transactional analysis, behavioural 

analysis, SWOT analysis. (7) Training on Gender issues. (8) Training on 'Facilitation 

skills' for dealing with the village people or community, familiarizing the principles 

of facilitation and to make the stafT/membcrs aware of the dift~rcnt attitudes .and 

skills required in different situations. (9) ·ream Building sessions are held according 

to the different levels like, Zonal coordinator, Regional Coordinator, Social worker at 

village level or a mixed group of people or working teams. The exe.rcises are analyzed 

by sitting together followed by action planning. The exercises arc adopted from 
• . I 

books, designed by trainers, or adopted from past training experience etc. For 
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cxalllplc, SCJ\ VENGEJ{ is a type of exercise; where the group goes for hunting the 

items n'lcntioncd in a list. (I 0) Training on Project Preparation I writing. (II) Training 

on Planning, Monitoring and Evaluation. The different ·types of evaluation are shown 

in figure 4.6 (12) Training on entrepreneurship for the target segment, for example, 
' ' 

IGAM i.e. Income generation activity course. I.ncluded in it is also training on project 

feasibility and management. (13) Course on Micro-Credit for the target segment as 

well as organiz<ltional members. 

I MOnthly ll 
On Loan gi vcn I taken 

~.· 
On perfonnance gaps 

Six monthly 

On Income generation 

Fig. 4.6 Uifferent types of evaluation of URO 

Training is imparted both by persons within the organization and outside. Internally It' . 

·is dcli~ered by the training coo'rdimitor and other programme/project coordinators. 

The external organizations like the supp9rting agencies and· the consultants are also 

involved in this process. 

SWOT Analysis 

An analysis of the strengths, weaknesses, opportunities and threats in relation to 00 

is presented in the table 4.3. 
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· Table 4.3 SWOT Analysis of BRO. 

The Stren~ths 
• Shared vision and mission along with the written 
statements exist. 
o The organization constitutes of enthusiastic young 
and committed starr from diverse background. 
o The work climate is conducive. 

o Good manpower strength. 

o Emphasis on Job fitness. 

o Job Description and Job specification is laid out. 

The Weaknesses 
--------------~ 

• A broad-based general body with 

representation from the target 

group, women and regional 

committee is required. 

• Apart from the target group, 

sponsors, organizational members 

and other partners, they have 

o Team spirit among the staff persists. limited trust on outsiders. 

o EfTort towards networking with various institutions • Area of operations is vast, so is its 

IS g1ven. span or activities. llcllCl:, 

o Existence of Rural Resource and Training Centre. controlling becomes difficult. 

• Continuous training inputs (OLJ crrorts) arc given o The organ i :t.at ion lacks 

to the staff I workers/ volunteers of BRO. A transparency. 

coordinator is assigned this task. 

o I~volvcmcnt of the target people in its activities, 

which makes it, people oriented and collaborative in 

nature. 

o Effective planning, monitoring ·and evaluation 

(PME) measures arc undertaken. 

o A well-set organization structure exists, which is 

decentralized and consists of diiTerent units to look 

after different aspects of work of BRO. 

o A number ofviablc projects arc undertaken, which 

arc successful in attaining their objective. 

o Change management initiatives undertaken on 

continuous basis. 

o The organization possesses sufficient access to 

resources, good infrastructural facilities and public 

·' mwge. 
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The Opportunities The Threats 

o Good relationship with the sponsoring agencies 0 Competition faced. from other 

will help to get access to funds. NGOs. 

o Trust and confidence of the target group will make 

it easier for BRO to work. 

o The growing government support to build up a 
net~ork of developing agencies. 

Conclusion 

Bosco Reach Out is one of the very few professionally managed successful NGOs in 

this region. Though it originated from a conservative religious backgrounJ, but Juc t() 

its missionary zeal to perform and reach to its target segment, the leadership chose not 

to remain static with its oiJ ideas and methodology, but to change. It is 'the only one 

amongst the eight NGOs studied by the researcher, which has used the services of . 
' . 

consultants to plan change and conduct regular OD activities. The consultants have 

trained persons from the organization to act as internal change agent and facilitator of 

OD activities. Now the consultants come back only for periodic evaluation of 

organizational performance. The organization has very good relationship with its 
I 

stakeholders. It has provided yeomen service to its target segment and empowered 

them in. real sense to take care of themselves. The organization has good manpower 

strength. People ·are dedicated and committed to the mission of the organization. 

!54 

-



·~ 

GYAN VIGYAN SAMITI ASSAM 

Organization Profile 

Origin: In the year 1987, twenty-six. science organizations, voluntary in nature, from 

all over India, gathered to fonn All India People's Science Network. This forum 

organized a cultural campaign called 'Kala Jatra' in 1987 to popularize science all 

over India. Each troupe consisted of a musical troupe and a science experiment unit. 

The outcome of this 'Kala Jatra' was that, the organizers realized, if science was to 

reach the masses, the people' must be literate first. During this period 'Kerala 

Shaksharata Sahitya Parishad' was the only science society that was engaged in 

eradication of illiteracy in India. All Science Societies encouraged them to move 

ahead with the program. 'Emakulum' in Kerala.becamc the first district to be dc<.:larcd 

fully literate. Success of Emakulum campaign was astounding and mind-.boggling. 

The National Literacy Mission (NLM) felt the nc~d or a similar type or campaign in 

other places. In 1989 People's' Science Forum submitted a pn~jcct to N LM to conduct 

an all India literacy Campaign. In 1990 all Science Societies started a new program 

called 'Gyan Vigyan Jatra 1990' for eradication of literacy. 

Objectives of Cyan· Vigyan Jatra- I 990: The objectives of the Gyan Vigyan Jatra, 

which was conducted throughout the country, arc of qualitative and quantitative in 

nature. They are a.S follows. 

The qualitative objectives arc to I) Link up the government and, non- government 

organizations working for literacy, and to work in cooperation. 2) Provide an informal 

platfonn for a quicker exchange of ideas amongst the activists. 3) Spread the massage 

of literacy to the nook and comer of the country. 4) Bring about awareness an10ngst 

the people arid give a glimpse regarding literacy and science though its program and 

organizati~n·. 5) Encourage people at ~II levels to ·work for literacy. 

The quantitative objectives are to 1) Perfom1 'Kalajatra' i.e. cultural program in five 

hundred districts of India. 2) .Conduct prior publicity work in each of these places. 

3) Prepare publicity material like poster etc. 4) Build up the organization at all levels. 

Thus Gyan Vigyan Samities were formed in different states as independent 

organizations, which again joined at the National 1,-evel to form 'Bharat Gyan Vigyan 

Sarniti'. Tl1c National Literacy ~v1ission lent ? helping hand in this program. Uyan 

Vigyan Samiti Assam (GVSA) which is an autonomous organization was formed in 
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1990. It is ·an offshoot of. Assam Science Society,Jom1ed in 1955. GVSA was born to 
I 

counter a serious problem faced by Assam Science Society. The problem was related 

to its interaction with the community. The latter was not allowing Assam S~.:icncc 

Society. to exhibit scientific games, as they" were scared to view them. This was 

because they were illiterate and ignorant. Assam Science Society felt that literacy was 

more important than spreading Science. As there was no other NGO solely working 

for literacy, GVSA was set up to serve that purpose. In Assam the first President of 

GVSA was noted educationist, late Dandeswar Gogoi and the Secretary, Dr. 

Debadatta Barkotoki. lt had seventeen members in its executive committee. 

GVSA had given birth to 'State Resource Centre' (SRC) in the year 1996. SRC is the 

documentation division. It provides acaqemic support, designs and publishes books. 

These books and literatures ·arc used in the literacy campaigns. SRC has training cell, 

documentation cell, Population and Development cell and education cell. 'Prochesta' 

was formed in the year 1998, which is separately registered as an NUO l(lr women. It 

is ·affiliated to GVSA. It is concerned with forming the Self- Help Groups .of women. 

It focuses on development of women through Self- Help Group activities. 'Jana 

· Shikshan Santha' (JSS) was 'established in the year 2003. It works towards 

developmental activities related to education. 

GVSA's vision, missiori, activities are presented below: 

Vision of GVSA: The organization's vision is to realize the dream of achieving cent 

percent literacy in the society (in Assa.rn). 

Mission ofGVSA: 'To make every individual in the society a literate (in Assam)' .. 

This is not mentioned in any of their literature but stated by the members 'of the 

organization. 

The Objectives: The objectives of GVSA include the objectives of SRC, JSS and 

· PROCHEST A. These are to 

1) Prepare teaching and learning material for literacy. 2) Strengthen the literacy 

campaign down to the grass root level. 3) Impart awareness on population, health and 

environment. A) Develop skill building among women so that they can become self­

reliant. 5) Help in universalization of primary e~ucation. 6) Involve people in 

developmental activities. 7) Assist Zila Sakshrata Samities (ZSS) in literacy 

programme. 8) Provide support to media in carrying out literacy campaigns or in 

. literacy related programmes and finally 9) Training and documentation with relation 

to the above. 
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Activities: The activities)of GYSA can be presented in a tabular form as below: 

Table 4.4: activities of GVSA 

Sector Name of the Sponsoring Description of work 

programme agency 

a. Education o Literacy National Preparation of teaching/learning 

Campaign Literacy 

mission (HRD 

Ministry), 

materials, training and capacity building, 

awareness building. conducting survey, 

"' encouraging guardians to send their 

Sarva Shiksha wards to school, bringing back the 

o Post -

Literacy 

Campaign· 

o Universaliz 

-ation o 

elementary 

education 

Abhijan, 

UNICEF. 

) 

dropouts to schools. 

This programme tries to cnsur'e retention 

and consolidation of lcarninJ levels of 

the target group and promote self­

learning.. Emphasis IS on . promoting 

~pplication of learning m their daily 

lives. Through this, the organization tries 

to build linkages between literacy and 

other development processes. 

This includes, 

i) . Training primary school teachers to 

ensure attainment and prevention of 

dropouts. 

ii) Ensuring adequate access of 

education for every child. 

iii) Ensuring universal participation by 

cent percent enrolment and 

preventing dropouts. 

iv) Back to school programme lor 

dropouts and non- enrollees. 
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0 Literacy 
I 

through 

library 

and 

cultural 

movement 

people's (universal) 
-

Ensuring 

participation and the community 

responsibility for attainment of the 

literacy objectives ·is the main thrust. 

I 
This includcs-

i) Developing a reading habit and a 

'library culture', and thus promoting 

a 'learning society'. The libraries 

were established based largely on 

community support. 

ii) Developing libraries as <.:enlcrs or 

cultural and democratic awakening 

similar to the library movcmchts 

that were part of the independence 

struggle. 

iii) Encouraging, orgamzmg and 

expanding the cultural talents and 

creativity unleashed by the literacy 

campaign, so as to lead to a new 

secular cultural movement and 
I 

awakening. 
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Women 

·c. Health 

d. 

Devclopmc 

nt 

o Women's 

eman'cipat 

-IOn 

o Samata 

o Sanchay 

Mel a 

This includes 

i) Expanding and strengthening the women's 

committees that functioned Juring the campaign. 

ii) Evolving activities where the rm~jority of women 

volunteers anu learners who came forward into the 

literacy campaign phase can coptinue the process of 

sociali:t.ation anu development. 

iii) Deepening the knowlcuge of women about their 

rights and developmental opportunities and 

disseminating this knowledge throughout the society. 

iv) Helping women to organize to enable them to defcm 

their rights anJ participate as equals in the process ol 

development. 

This programme includes holding of workshops, skill 

Building, leadership building. income generation 

among \vomen through formation of self-help groups 

and creating savings habit among women .. 

Bharat Gyan This includes activities related to providing safe 

Vigyan 

Samiti, 

Govern1tttcnt 

o Sustainable As above 

Developmc 

-nt 

o Farmer's 

meet 

drinking water anti sanitation, craJ ic:.~tion of mabria 

etc. 

Unucr this programme GVSA tries to sec that the 

people have the knowledge, confidence and the 

optimism to plan for their own development and that 

the development planned should satisfy the material 

and cultural wants of the people and be sustainable. 

Facilitating expert guidance to the l~tnncrs 
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0 

0 

Panchayat 

awareness 

camps 

Social 

Change 

To bring awarcm:ss on structure .. responsibility and 

work of Panchayat and the Panchayat Laws. 

GVSA embarks upon hr:.inging social change through 

~ipat1on of the community in local area planning. 

e. Children Children Under this programme 150 children participated Ill 

the~e festivals held at various places, where chiltlrcn 

were taught to lcamjoyfully. 

f. 

festival 

(Sishu 

Samaroh) 

HRD 

Publication ministry 

Publication of newsletter, learning materials, books 

anti booklets. 
f---....:.....--t-------'-11-------l-------------- ----·- -- -----------------
g. 

Environment 

Partner's Profile 

Various 

'a~encies 

Plantation of trees, preservation of IC.Jrcsts, polythcnc 

abolition. smokeless chulha. 

,, .. 
Employees: During the study period, GVSA had lhirty~~,l.~r_fuJlJime merniJ~rs which 

were constitutctl of nine project coordinators. two statT, one tlrivcr, the Dircdor and 

Joint Director of SRC, one Joint Director and two staiT from JSS. Thus A total of 

seventeen members are stationed at the Head Office and fourteen field level 

coordinators are present in the seven blocks. GVSA hatl three hundretl anti ten _ 

persons as part time workers. Of these, ten persons arc based at the Head Office level. 

These are, the Chairman of SRC and JSS, the Director of JSS, the President of 

GVSA, the Secretary, the treasurer and the Project workers. There were three hundred 

part time wo-rkers at the field level. Apart from the Se.cretary at the District level, 

BJock, Panchayat and Ward level Committees, many people arc involved as part time 

workers and instructors. Prochesta has eighteen full time workers and JUty-twu part 

time workers at the village level.· 

· Target Segment: The illiterate population in the mral areas compnse its target 

segment. GVSA is a mass based organization and hence the target segment has a 

prime role to play in its activities. 

Sponsoring Agencies: The sponsors are mainly, National Literacy Mission (Ministry 

of Human Resource Development), UNESCO, Sarva Shiksha Abhijan. Its parental 
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"NGO Bharat Gyan Vigyan Samiti at the nati~nal level brings fund and distributes it to 

the di_f1ercnt states for carrying out certain projects of national stature and importance. 

Supporting Agencies: The experts from Pondicherry and ,Kerala branch of 

Shaksharata Parishad (literacy movement) have provided the academic support. 

NIPCCD has offered its services to train the members of the organization. Sarva 

Shiksha Mission has conducted training and motivation meets, besides offering 

guidance from time to time. 

Social workers: They are members from the society. Some of them arc eminent 

people. They help the organization by providing support in the organizational 

activities and solving problems,- especially those related to the community. They work 

on honorary basis. 

·Management Processes of G VSA 

The Ma11agcmcnt Process of GVSA like Planning, Organizing. Staffing, Directing. 

Control are discussed below. 

, Planning , 

Activity planning is the foremost among pl<mning. 

Action/ activity Planning: In case of big events, Progranm1e 0dvisory committee 

(PAC) sits for taking decisions related to programs. They chalk out the total action 

plan related to the events. Coordinators of variou~ programmes and the Secretary are 

members of PAC. Action ·planning characterizes the following features. Prior to 

planning numerous discussions arc held on an idea amongst the key people, for 

example the Secretary, Prcsid~nt, the Coordinators etc. It is followed by discussions 

with the organi~ational members.- Thereafter planning is conducted by the PAC at the 

.state level, di~trict level, block level and villag9 level. Members of the teams at these 

levels arc involved in the action planning. They look for holiday meetings for carrying 

out action planning at the grass root level, which is attended by members at the 

grassroots level and sometimes the target segment. Executive committee has to pass 

the permission for holding meetings. 

1/ustratiolls. 

Literacy to Health: In such a plan the key elements w~rc to- I) Seek an acti_ve role of 

people for ensuring their health. This requires intensive motivation, health education 

161 



campaigns, and participatory decision-making. 2) Carry out a drive for complete 

immunization. 3) Take up training and development initiatives f(>r the health activists. 

4) Give effort towards total control of water bome diseases. 

Literacy to Sustainable Development: The key elements identified for such 

developmental plan were - people should have the kno\vledge, the confidence and the 

optimism to plan for their own development. The development planned should satisfy 

the material and cultural wants of the people and be sustainable. In such development 

the local economics should be able to withstand the onslaughts of global economics. 

For this purpose development of' technology is vital. 

Methvdvlvgy used to realize the _above: The Programme Advisory Committee prior to 

carrying out the campaigns that are action implementations coJH.llll:ls mdiculous 

planning. This relates to the area that is to be covered, the people that would be 

involved and the resources that would be required (resource planning). In campaigns 

or programmes of greater dimension GVSA conduct group discussions participated by 

the organizational members, which provides valuable insight into planning. 

Campaign procedure: The entire society is mobilized to the broadest possible 

coalition of forces against a well-demarcated· target. A high-pressure motivation 

campaign is carried out with a total area approach. Voluntary contribution of labour is 

sought. Contribution of material resources from the. society is also sought. A sense of 

patriotic excitement is created in the society in general and amongst the target people 

in specific. A participatory approach is adopted which tries to involve and organize all 

sections of people. In this regard the example of' Kalajatra' is cited . 

Involvement of people was a special feature of the 'Kalajatra'. The Kalajatr~ was able 

to involve people of all walks of life in the respective areas. The redeeming feature 

was that the songs and street plays were composed and written within a very short 

time. The succ~ss story can be divided into three parts. Firstly, illiteracy was 

recognized as a major problem and people of all walks of life got involved in it. 

Secondly, 'Gyan Vigyan Jatra' proved that people belonging to different ideologies 

could work together on one platform. Thus this campaign brought hope to the people 

and all believed that change was possible through literacy. Thirdly, 'Ernakulum 

Literacy movement' inspired the fact that the literacy movement can be made 

successful with the cooperation of the people. Science activists began to relcr to this 

change or inspiration as-' Emakulum fever'. This fever spread from distri_ct to district 

and thus 'Total Literacy Programme' came to stay. Volunteers came·out to spread this 
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fever. Social Workers and educationists rose to the occasion to give this feverish craze · 

a proper coordinated guidance. 

Organi:Zing 

The Organization. StruCture ofGVSA can be depicted in the figure 4.7. 

• 

BHARAT GY AN VIGY AN , 
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F!g. 4.7 Organiz-ation Structure ofGVSA 

1---_.....R...._,IOCK . 

COUNCIL 

PANGIA Y AT LEVEL 

COUNCIL 

WARD COUNCIL 

Administrative Structure of GVSA: 

The following diagram represents the functioning of GVSA. Here the executive 

committees at Jirtcrent levels arc shown on one hand and the involvement or GVSA 

pcrsonnd at that particular level. 
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. STATE LEVEL 

EXECUTIVE COI'vll'vllTTEE OF 

GYAN VIGY AN SAMITI ASSAM 

•COORDINATORS 
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FULL TIME) 

•OFFICE STAFF 

.-------------------------. 

I 
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I--
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''-'--
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-
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.. 

~»PROGRAMME 

COORDINATOR 

(FULL TIME) 

•OFFICE STAFF 
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•ASSISTANT. PROJECT 
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•OFFICE STArr 
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fig..t.8: 1\tlministrativc Structure of GVSJ\ 

The state council of GVSA can be depicted by the f~llowing structure: 
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Has been depicted in Fig 4.10 

Fig. 4.9 Structure of State Council 

Organization Structure of State Resource Centre (SRC) /JSS 

Comprised of 

I 
DIRECTOR 

PROC1ESTA 

COORDrATOR 

STAt:r 

SRC/JSS ~. ~::::::::::--__. GOVT. OF INDIA REPRESENTATION -2 

GOVERNING BODY 

. (FOR A fERM OF JYRS.) 

CHfo.IRMAN 

DIRECTOR 

I· 
JOlT' DIRECTOR 

STAFF 

OYT. OF ASSAM REPRESENTATION-2 

NGO REPRESENTATION 
~ 

SOCIAL WORKERS. 

GVSA MEMBER . 

~. 
TEACHER 

Fig 4.10 Organization Structure of State Resource Centre (SRC) /JSS 

• The State council of GVSA is headed by the G~neral Body, which comprises of 

all the members. Normally they meet on half yearly and yearly basis. 
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• The Executive Body is the mam authority to take the important or crucial 

decisions. There is no fixed interval for the executive body meetings. These are 

held as and when necessary. 

• Though the President is in charge of the organization, but the Secretary is more 

involv.ed in the day to day activities of the organization and is vested with more 

. power. Nevertheless the President is consulted on all important matters. The 

President plays an advisory role. 

o The Coordinators of different projects/activities, the Director of SkC, JSS and 

PROCHESTA report to the· Secretary. The coordinators are responsible for 

carrying out planning and implementation of the different activities of the 

organization. This is done ii1 close consultation with the Secretary. 

o SRC, JSS and Prochesta have their own identity and separate structure. The 

structure of SRC and JSS arc similar. /\s depicted in thc figun;, these units arc 

comprised of representatives from Central Govemmcnt, State Govemmcnt. other 

NGOs, social workers, GYSA members and teachers. 

o The Governing Body is the apex body and the decision-mttking authority. All 

important decisions should have its approval. The Goveming Body is constituted 

for a term of three years. 

o The Chairrnan heads these units, but he plays only an advisory role in the day to 
. . 

day functioning of the organization. The actual chief functionary is supposed to he 

the Director, who performs the role of leading the organization. The Director . 
alone or with the aid of the team meh1bers carries out routine work of the 

organization. The role of the' Joint director is to assist the Director in effectively 

conducting his or her responsibility towards the organization. In absence of the 

Director, the Joint Director assumes the duties and responsibility of the fom1er. 

o Below the State Council 'is the District Council. It is comprised of a District 

GYSA Committee headed by the Deputy Commissioner of the District as the 

Chairman. The District Council has full-time Progran1me Coordinators and office 

staff. The District GYSA Committee looks after the effective functioning of the 

activities undertaken by GVSA in the District. The role of the Chairman is 

advisory. As the adn1inistrative head of the District administration he or she 

provide various kind of govcmmental support to the organization, for exan1ple 

arranging resources, infrastructure, venue for workshops, adequate assistance in 
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carrying out campaign:;. The Coordinators arc responsible l(lr c:l<.:ctivc planning 

and implementation of the activities or the organization. 

e Below the District Council is the Block Council. The Bock level Committee IS 

headed by the Block Development officer as the Chairman. His role is similar to 

that of the Chairman of the District level Committee. The Block Councils have 

Block Coordinators who are responsible for effective plmming and 

implementation of activities at the Block level. They are assisted by Assistant 

Project Coordinators. 

9 Below the Block level Council_is the Panchayat level Council. Tht;: 'Panchayat 

level Committee is headed by the Panchayut President as the ChairmtUl: The Fie!J 

Coordinators are responsibic for proper planning and irnplcrncn!ation of the 

activities of the organization at the field level. 

• 13clow the J>;mchayat level Council is lhe Ward or the Yillag~ k:vd Council. Till: 

Ward level or Village_ Level Committees have the Village Headman as the 

Chairman. The field level coordin~tors are present to impkment. the activities/ 

pmgrammes efficiently. 

o The Coordinators and the workers arc constantly assisted by the truincd 

instructors, who provide thci1.· expert guidance and help, in skill cnh~u1ccmcnt of 

the organizational members and the target group. 

Network ofSRC: Over a period of time SRC has established a go<.)d network with 

many other agencil:s and organizatiu11s, with whotn SRC cullah_orak to work logdll~-.~r 

in fu!Jilling its mission and objl:ctivcs. Th~y provide the org;mization with resources, 

· assist them in their activities, provide technical and notHechnical guidance and 

expertise, prornotional support etc. the network of SRC is shown in fig.4.11 
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Staffing 

Recrltitment: Advertisements arc issued for the jobs at the senior level. For otl:.ers 

usually it is through references and interview. 

Most of the people involved' in the activities of the organization arc from academic 

background. They arc mostly school and college teachers. Some university teachers 

and retired persons from service with an experience in conducting educational work, 

and the administrative heads at the District, Block and J>anchayat kvd arc also 

involved in the work of GVSA. 

Role Clarity: Individuals are clear about their roles, responsibilities and authority, but 

written Job Descriptions· and .Job Specifications are not available. Instructions 

regarding the job are given verbally while giving appointment. 

Directing/leading 

Leadership: The individuals working in GVSA arc highly motivall:d. The leader is. 

able to instill their motivation by practicing a dcr.nocratic leadership, which is greatly 

participative. The leader involves everyone in diagnosis of the problems, receiving 

their views·and action planning prior to implementation of the programmes. Another·· 

illustration to point out the participatory characteristics can be that of the official 

reports/ documents that are drafted by the Chairman or the Director. After a draft is 

prepared, it is circulated through different official levels for comments be.fore the fin.al 

drhll is prepared. Mostly non- financial rewards like appreciation arc useJ to keep the 

individuals motivated. Occasional promotions and assignments that permit an increase 

in allowances arc examples of financial rewarus. 

Communication: The communication flow in the organization is top to down when 

some instructions or necessary information has to be passed down; horizontal when 

people from the san1e rank or position get togethef. to discuss certain issues; it is 

diagonal when certain help or information is sought. The organization also practices 

the 'all channel network', which penn its all group ·members to actively communicate 

with each other. 

Communication IS 111 written form when· one has td communicate important 

information (usually it is through official memos and notices).• Monthly reports are 

important tools of communication for which specific fom1at exist. They circulate 

quarterly newsletter and, an internal newsniagazine 'ilarta'. Self-appraisal reports are 

to be submitted in writing ori yearly basis (a format does not exist). These appraisals 
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should state the individual's contribution towards the organization and the reason for 

a.llowing them to continue their service in the organization. The oral f(mns of 

communicatiof~ are carried out through regular meetings. interfaces. telephonic 

conversations etc. 

Control: The organization has considered. di fTerent control measures to ensure that 

their programmes are in the right track. All committees (state, district, block and 

village) have an academic committee. J\llthesc committees have coordinated amongst 

themselves right from the beginning and supervised all literacy centers of TLC (total 

literacy campaign) duringteaching phase. They have insisted upon master trainers and 

volunteer instructors to send ~eekly reports and have insisted upon block level and 

village level committees to solve their problems as and when· necessary. The 

committees have provided guidance and expertise 111 all academic matters and 

conducted exan1inations in every literacy centre. 

Both internal and external evaluation arc carried out. Internal evaluation . was 

. conducted through examination. where learners were evaluated thrl)ugh a set of 

questions (test papers). Academic teams _of Gauhati University and OKD institute of 

social change conduct external evaluation, which was at par with similar evaluation 

conducted in several other parts of the country. ·Progran1 evaluation like mid term 

evaluation whenever is required by sponsoring agencies is done hy external evaluators 

who provide feedback, and accordingly modifications are made. Normally evaluation 

of work is done in half yearly and yearly mcdings. Self-evaluation of the job is also 

carried out and modifications I corrective measures are taken 

Illustration: J\n illustration or the literary campaign carried out by G VSJ\ can be used 

to throw some light on the Management process ofGVSA 

'Lileracy Campaign': It was very minutely planned. It constilukd the following 

steps-

Step l. 
Launching the Campaign: The campaign and teaching - learning process started at 

different times in different places. In every place the announcement of startii1g the 

campaign and teaching- learning process were made through a meeting. 

Step 2. 
Preparation of Teaching! Learning Materials: The guidelines w.ere provided. by 

National literacy Mission. The members or J\ssam Science Socidy wt:n.: st:nl l(>r 

training 111 New Delhi to gain knowledge on teaming materials .. Workshops on 
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AssanH.:se primer preparation were COIH.lucted by Assam Science Society. Through 

these workshops (held in Guwahati, Jorhat, and Tezpur), GYSA with the cooperation 

of some eminent writers, artists of the state, prc~are_d the three primers and three 

handbooks for volunteer. instructors. The aim of the three parts primer teaching was 

that literacy was taught in a manner where it was closely linked with the Ieamer's life 

and experience, and thus it evoked a desire in him to know more and learn further. 

Step 3. 

Environment Awareness Building: It was a very important part of the campaign. The 

objectives of environment building were to spread the message of literacy, to create a 

favourable atmosphere for the learning process, to create awareness among illiterates 

and motivate them to join literacy class, to secure peoples participation and support 

for the campaign by encouraging the community to join the literacy movement 

voluntarily and make the can1paign a people's movement. 

Methodology used in the environment awareness building campaign: GVSA adopted 

all popular methods that were available and conceivable to build up an appropriate 

environment for literacy. Hundreds of meetings were organized at all levels to attract 

co- operation from all sections of the society. More than live hundred workshoJ)S were 

organized for different purposes related to 'Total Literacy Campaign (TLC) 

Programme'. Jatras (processions) were organized utilizing local folk forms 

(Kalajatras). GVSA adopted cultur~ programme instead of lecture method to build up 

the environment. The training on songs, dance, and dra.ma was provided to the distrit;t 

representatives centrally in Guwahati. Each of these trained representatives again 

organized a cultural teain i'n his I her block. The team traveled the length and breadth 

of the district and brought awareness on literacy. 

The people behind this popular programme were some eminent Assamese singers like 

Mr. Kula Baru~, Mr. Jagadish Baruah, film artist of international fame Mr. lndra 

Bania, College and School teachers, unemployed graduates and even those who had 

passe~ their plus two examination. 

Step 4. 

Literuc:y Survey: In a campaign like literacy, identiFying the illiterates and potential 

volunteers is a major task. Thus; survc): in this context is helpful. It is aimed at 

identil'yir\g the potential learnt..:r, volunteers and the master trainers. Survey t<.mnats 

were designed. A survey team was formed in every village. A team consisted of four 

members, who covered at least 50 households each; per day. Survey was conducted in 
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all the 1,235 villages or wards covenng 115 Panchayats in seven blocks. of six 

districts. One-day training was imparted to the volunteers particip.ating in the survey. 

Preparation of Survey and its execution is depicted in the following flowchart 

I Analys1s at Panchayat Ieveli I Startmg or s,urvey ~ ldentdymg the leader of survey 
~~~-

\ Squad 

+ 
j Area wise analysis J Matching and hatching Training to the leader of 

~ Survey squad 

~ l Survey completed] j: Meeting of village committee 
:1. v 

[ Get together of squad I~ Public meeting procession and 

;\ llllOllllCelllell t 

Fig. 4.12: Preparation of Survey and its execution 

Step 5. 

Training and Capacity Building: Around 700 training camps, residential and non­

residential workshops were held to train the key persons, resource persons, master 

trainers and volunteers. Re·source persons were identified from qualified teachers, 

experienced social workers etc. 

Apart from the above, training was also imparted to the­

• Kalajatra artists, village organizers. 

o Selected number of women for leadership. There were regular feedback sessions 

to sort out the problems (once in two weekS). 

Step 6. 

Learning Phase: In order to sustain the interest of learners, volunteer meets, and 

learners meets etc were organized. In the post literacy phase, effects were being made 

to cover the remaining len out, dropout and lagging behind categories through 

remedial teaching. 

Step 7. 
MonilorinR and Evaluation Phase: There was continuous monitoring of work by the 

academic committees. Evaluation was an important part or the literacy campaign, 

172 



which enabled them to judge whether the campaign was successful in bringing change 

among the illiterates. This had been discussed in details under control. 

The Individual dynamics 

Organization culture: The organization culture/ work values reflect mutual trust ar1d 

cooperation, teamwork, honesty, sincerity -that is dedication towards the work, 

openness, and the zeal to serve the society. Working atmosphere is very warm with no 

differentiation in work. People with self- interest or pcopk wiH) try to usc official 

facilities for personal use arc very limited in number. 

lnjluential lpowerjid persons: Cases of individuals hampering the organization or that 

of p~wer ·and politics are negligible. Previously there was tussle for power at the 

block level to become the Secretary and certain people tried to play politics in order to 

grasp power which was sending wrong signals outside (discussed in detail later under 

the section 'Evolut\on of Change management'). This has been solved now .. 

The influential persons in the organization arc, Or. 0. Uurkataki, the furmer Secretary 

. ofGYS/\ and.thc present Director SRC, Ms. Madhohi tvkdhi a member ofGYS/\ and 

the Director JSS, K.Baruah a member of GYSA and Chairman JSS, Ms. A. 

Borkotoky, Joint Director of SRC and the Coordinator of Prochesta. They are 

powerful because of their position, expertise, knowledge and experience. 

Contribuiion of the individuals: The individuals having major contributions towards 

the organization are, Mr.B!Sharma (of Department of Physics, Gauha(i University), 

who was instrumental in setting up the organization; Mr.Dandcswar Gogoi (fonner 

Secretary) for giving inspiration; Dr. Dinesh Chandra Goswami, who was the brain 

behind the primers (literacy campaign). 

The Group Dynamics 

Types vfgroups: Though only fom1al groups were apparently visible, but informality 

in functioning ·was found to be their chief feature. 'Amongst these, the executive 

committees at the state, district, block, Panchayat and the ward levels, the Project 

teams of SRC, Prochesta, JSS were found to be very active and doing constructive 

work. 
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CoJ?flicts: Most of the decisions are taken on consensus basis. No major conflicts 

have arisen and a good interpersonal relationship is prevalent. Many jobs arc 

successfully carried out through inter team work. The various groups within the 

organization have their clear goals and objectives. 

Cuntribll!ion of the parlnc:rs: The contribution of the large/. segment' is enormous, as 
' 

they arc thoroughly involved in the action planning and implcmcnlalion of the 

programmes. Moreover a lot of primary workers arc from the grassroots level. Tl)cre 

are constant discussions and interactions with the target segment. Efforts are given to 

find out the needs of the target segment and accordingly initiate programmes and 

make action plans. The relationship with the target segment is good. 

The sponsoring agencies provide monetary and training support, and help conduct 

the evaluation of activities. From time to time they also provide useful suggestions. 

The supporling agencies apart from imparting training also help them in forming 

linkages with different agencies and give them guidance for taking up activities, 

planning actions and solving problems .. 
.. 

Participatory .decision making through the involvement of two levels VIZ. the 

community and the academicia is a characteristic feature of GVSA. For exan1ple, 

while designing the books on stories, both community and the writers sit together and 

have interaction. The conununity also is inspired to ·become writers, which helps to 

increase their self-confidence. 

Evolution of Change Management 

Changes undergone 
1. Change in Objective: With the passage of time, GVSA has moved forward from 

literacy to development. 

2) Change in Activity: Previously literacy was mainly in. the fom1 of publication. 

Now the activities are field oriented. The new activities also focus on Panchayat 

awareness, women empowem1ent, Self-help groups and creating a healthy 

environment, which are, fall out of literacy. Now pre- school training camps, children 

can1ps, women awareness can1ps are held and surveys are regularly conducted. GVSA 

had given birth to State Resource Centre in 1996, Prochesta in 1998 and Jana 

Shikshakaran Santha in 2003. Each of these has a different set of activities. 
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3) Change in Procedures: GVSA ha~ changed certain procedures related to achieving 

transparency at work. An implementation procedure has been sd up to submit and 

present the accounts at public meetings. Today the organization· emphasize on 

conducting participatory decision making at the District level, l31ock I 

Panchayat/village level, which was earlier, carried out at the State level. The decision 

making process is initiated at the grassroots level, which is overviewed at the top. 

4) Changes in the constitution:GVSJ\ has im:lmkJ a change in procedure or sckcting 

the Secretary at the Block level, District Level and the State level. . . 

Changes needed: The Organizational members of GVSA had cxprcss~d the need for 

adopting some more changes in the organization at present. :They feel that af1er each 

programme the~e should be a serious review to look for betterment. Efforts need to be 

given to find out the training needs and its supervision. Training in management skills 

also needs to be incorporated. A post of Director training should be established to 

whom worthwhiie suggestions can be given. In future, the organization should 

undertake such jobs, which could bring empowerment for common people and· cnahle 

them to take their own decisions effectively. 

OD Process and interventions 

The OD process can be discussed as under the following three components. 

The Diagnostic component:: One of the reasons behind the success of the 
. \ 

organization is the importance given to this component. The clements of this 

component is depicted in table 4.5 

Table. 4.5 Diagnosing Organizational Sub s_ystems ofGVSA 

Targets Issues Interventions used 

a. The total Future planning/change, Half yearly and yearly meetings 

organization problems, attitudes of people the General Body. 

towards the organizational 

work, organizational 

performance, resource 

management, Organization 

Development including 

training needs, organizational 

policies etc. 
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.----------.------------------'--.-----------·----------
b. Homogenous Issues related to planning Meetings like, the Executive 

subsystems, including. setting of goals, committee meetings, monthly 

compns1ng the monitoring and evaluation coordination meetings, 

coordination different work (PME) of activities; work District/Block 

groups both methodology to be adopted; meetings, finance committee 

regular as well problem diagnosis and solving; meetings, Programme Advisory 

as special task resource utilization and its Committee meetings. meetings 

groups, 

committees. 

c. Dyads 

d. Individuals 

further requirement; strengths, between Progrwnmc Coordinator 

weaknesses, opportunities and and Secretary; involvement of two 

threats encountered by the groups VIZ. the community and the 

groups; 

conflicts, 

decision making, academicia m workshops, cultural 

training, campaigns (Kalajatra), motivational 

organizi1tional policies. etc. campaigns, SWOT analysis. 

Planning, division of work, Meeting between Programme 

getting ferdhack, problem Cnordinntor and the Sccn:tary. 

diagnosis etc. ' meetings between the heads of JSS, 

SRC and Prochcsta with the 

Secretary of GVSA, meetings 

between the Chairman and the 

Si.:crctary etc. These arc carried out 

on monthly basis and whenever 

necessary. 

Role profile and clarity, Self- appraisals, monthly reports. 

performance, conflicts, interfaces, workshops etc. 

gnevances, skills and abilities 

including learning ability, 

attitudes, interpersonal 

relationship, work behaviour, 

strengths and weaknesses. 
~--------1--------------------l---------·----·----------------

lssucs related to PMF of tv1cctings/discussions. C. camps. 

Between/among activities, resour~.:cs, workshops (e.g. Samata), surveys, 

organization infrastructure; problem areas campaigns, Kalajatra. preparation of 

systems (supra and their solution: the four monthly Panel Development 
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system) 00/training; work procedures; Reports~ holiday meetings at the 

comprising of decision-making etc. grassroots level etc. 

target segment, 

sponsonng and 

supporting 

agencies, other 
' 

developmental 

agencies etc. 
' 

Action Planning: The results of diagnosis pave the way for action planning. It 

consists of activities and interventions designed to' improve the organization's 

functioning. These interventions address issues at the individual, group. inter-group 

and organizational level. The planning component of GVSA has been discussed in· 

detail in the previous pages under the head planning. 

Programme Management Component: In this phase, successful implementati{)n of 

the action plans and its continuation· is seen. Feedback and control are vital here to 

make sure that there are no deviations in plans or to see whether any niodifications in 

the set plans are to be made. The programme coordinators (it includes the chiefs of the 

programmes) arc made responsible for this. There is a constant tullow up by the 

Secretary .. 
. ~ 

. The OD process of GVSA can be discussed by citing some illustrations. 

o Changes in the constitution 

Diagnosis: The original constitution of GVSA was adopted from Assam Science 

Society. It was designed keeping in mind the workers who were mostly the college 

and University teachers. But GVSA is a mass based organization where majority of 

the members arc from grassroots, and hence, the constitution had to be moJilicJ. The 

members of GVSA need to be more accountable to the public or society. One 

Instance, that can be cited, is related to money matters. A huge sum of muncy is 

sometimes saved at the block level afier utilizing it for different purposes as planned. 

This n1uney is deposited in the bank as Fixed Deposit against the Secretary's name. It 

was tlbscrved that it created competition and politics <irnongst the members to secure 
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the Sccrd<lt-y's position at the block level. InJividuals startcu calling for meetings in 

order to show their strength to become the Secretary. In some cas~s, few even 

·declared themselves as tbt..: Secretary ::md sturtcd misusing motJC.~y. It spoilt th:..; minds 

of workers and created trouble for the organization in tenns of tussk for power. 

GVSA called for a General Body meeting anu subsequently an Excculive meeting to 

discuss the above issue. 

Action Planning: Aflcr the issue \vas discussed in the General Body meeting and a 

consensus reached relutcd to setting of rules to become the Secretary ut the Block 

level, District level and State level, action planning was carried out in the Executive 

meeting. 

Implementation: Accordingly an election committee was set up for facilitating 

Clcction for the posts of Sccrctaric~; at the block 'levels. The ekctioi1s were p:.::~ei.:ful 

and could get the support of all the members. 

Evaluation: This was carried out by the representatives from the state council. 

o Addition of objectives oft he organization 
Diagnosis: This was carried out through extensive discussions 111 the 111cdings 

involving all the members or. the total org;mization iu the· General l3ody mcdinl's. 

Discussions were held with the supra system comprising of the target segment, 

sponsoring and the supporting agencies, social \Vorkcrs tmd its moll1cr NGO i.e. 

Assam science Society. 

Action Planning: AHer a consensus vvas reached in the above step to move from liicracy 

to developrnent, Executive Committee meetings wei·e hdd to carry lorvvmd the action 

planning step. A :)pecial task group was formed for this purpose. Project proposals were 

prepared for this purpose. 

Implementation: The project proposals prepared were sent to various rundi11g agencies. 

For those proposals which were sanctioned, a diffcn:nt kant was made with a loordinator 

to iook ancr it. Th<.: formation of' PnK!Jcsta' in }9\)g working fiJI' \\'OIIICll ClllJlOWt;rlllCIII, 

is one or the glaring examples. 

Evaluation: Evaluation ofthe work was internally carried out by the representatives of the 
~ 

stulc coum:il and externally by the neutral agencies a11J in SOI\lL' ca:;cs by tl1c l'unding 

agencies. 



o Changi11g the mimlsel ofreligious groups: . 

a) While carrying out their literacy campaign in few places that were dominated by 

orthodox 'Muslims', the women folk were not willing to learn from men. as they 

believed that this was not permitted by ~heir religion or custom. 
. ·. ( 

Problen1 Dingnosis: When the women ceased to Icnrn, G VS/\ tried to find out the 

reason. A visit by the field coordinato.rs to' their home revealed the belief of these 

women that their religion and custom did not permit them to learn from men. 

Action Planning: In onJer to solve this problem GVSJ\ called for Block Level 

Coordination meeting, District Level Coordination meeting, Program Advisory 

Council meeting. 'l~hesc meetings were participated by the Secretary of CiVSJ\. 

Hence, GVSA looked for literate women in these areas who could help t,hem. Once, 

they were i~cntificd, GVSA members made action plans with them. 

Implementation: Some educated. women from these areas were identified by GVSA 

carried out the programme ·implcri1entation. They encouraged the iII i !crate women to 

join the literacy programmes. These educated ~vomcn organized a meeting where both 

the target group and people from GVSA were invited lor talks. This \Vas lollowcd by 

. literacy camps. where the primary role was played by the educated women from these 

areas. Thus the purpose of.literacy campaign was met. 

Evaluation: This was done at the end of the literacy camps and afterwards. GVSA · 

· workers visited the target.group at their home to assess the success of the programn1e . 

. b) Burnirig down ofGVSA books 

Diagnosis': When the above incidcn~ occurn:d ii1 many placcs dominated by. the 

'Muslim' community, GVSA took immediate steps to diagnose the problem and find 

. a solution. The organization called for village level, block level, district level 

coordination meetings, Programme Advisory Committee nH.:ctings and Execu"tive 

.meetings. It came to light that the reaction of the community \Vas a repercussion to 

the 'Demolition of the Babri Masjid' by the Hindus in Gujrat. Another reason was 

that the books provided by GVSA included the name of'Ram' (a llindu God). 

Action Planning: Action planning was carried out in the above meetings. lt was 

decided that Maulanas, (the Muslim head priest) would be involved to convince the 

target segment. Hence GVSA also carried out action plans with the 'Maulana' \\'ho 

were educated people. 
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Action Implementation: GVSA staff went all out -to _remove the miswnception of the 
• • I 

community. They carried out campaigns to assure them that GVSA was secular. They 

also reminded the agitated people that along with 'Ram', the name 'Rahim' (name of 

Muslim God) was also used in those books." The 'Maulanas' joined the GVSA 

members in this campaign and tried to convince the target segment to join the literacy 

campaigns ofGVSA. 

Evaluation: Evaluation of the campaign was carried out hy the representatives from 

the state council. 

Major strength of the OD process: The effort given by the organization to involve 

people both from within the organization and outside at different levels in the 00 

process, is a major strength. 

Major weak11ess: The executive committcc· at the District. Block. Panchayat I .cvci is 

headed by the respective administrative heads. When the individuals in these positions 

change, there is a setback in the 00 process of the organization. 

OD Activities: Besides the above mentioned OD process, some general 00 activities 

are carried out for strengthening the skills and abilities of its pcopk/nH.:mbers. 

Participation in workshops for orientation in the literacy campaign Juring ·the initial 

days: 

Total· literacy programme training workshop at Emakula.m in 1991, · Executive 

Committee meeting at Delhi, 1991, Training Methodology of the Literacy Campaign, 
. ' 

Delhi, 1991, Post Literacy Workshop at Del-hi, 1991, Executive Committe'e meeting at 

Madras, .Literacy and women, Delhi 1992, Literacy and health workshop held. at 

Delhi, 1992, Workshop on Universalisation of elementary education held at Delhi, 

1992, Workshop on evaluation of elementary education textbooks at Panchmari in 

1992. 

Workshops organized for the district activists: 

Training on Total Literacy campaign, held at Guwahati 111 1991, Workshop on 

preparing a book on monitoring called " Samakaran'', four workshops held at 

Guwahati, Jorhat and Tczpur lor preparation of three parts J\ssamcse primer called ". 

Likha Paddha Siko", Workshops on W1iversalization -of elementary education were 

held in 1993 resulting in preparation of scvcral.tcxtbooks at the end, Workshop for 

preparation of Bodo Primer was held at Kokrajhar. 

Different types o'f trainings conducted: Resource pcrs~n ·s camps were held in each 

block; Total Literacy, Post Literacy. Continued Education camps were organized; 
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Panchayal awareness camps were held for. three hundred Gaon Panchayats; Joy of , 

learning ~amps were conducted m fourteen districts; 'Samata' (women 

empowerment) workshops were organized for two hundred Gaon Panchayats; Regular 

Women Empowerment workshops apart from 'Samata' are held ·at different places; 

Regular teacher's training programmes are conducted, which includes Pre- School 

Teachers Training~ Management Training programmes arc routinely held;. 

Participatory Rural Appraisal (PRA)/ Participatory Learning and Action (PLJ\) 

workshops arc organized. A PDR (Panel Development Report) is prepared hy GVSA 

with people's support, which is a four monthly review to collect some infonnation 

related to the community. Training is given to the community who conducts the job. 

SWOT Analysis 

An analysis of the strengths, weaknesses, opportunities and threats of G YSA in 

relation to 00 is swnmarized in the table 4.6 

Table 4.6: SWOT Analysis or GVSA 

The Strengths The \Veaknesscs 

CD It is a mass people based • Vision and mission is not available in 

organization. \ written rorm. 

0 In~olvement of representative from 0 No written Job Description and Job 

the government at the district, block Specification exist. 

and Panchayat level. 0 Professionals from Management 

e Systematic activity planning, background are lacking. 

monitoring and evaluation. • Shortage of permanent paid 

0 Participatory nature of its functioning. employees. At present there is 

0 Involvement of target segment in the multiplicity of works, which are done 

activities of the organization. hy them. 

' • A considerable numbers of training 

programmes are conducted for the 

workers/ employees/members. 

• · GYSA has successfully utilized the 

successful strategies adopted 

elsewhere for similar situations. 

0 Consist of motivated and committed 

workforce. -
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• ll has a suitabk ka<.lership, which is 

participative and democratic. 

o It has Iin,kages with diflerent 

organizations and institutes for 

collaborative action. 

• GVSA. has a well hound structure 

The Opportunities The Threats 

o A t.cam of motivated and committed • Looking at the expanse of its 

people can b<; better utilized. Further 

. introduction of Ch~ge becomes 

easier. 

o As it is a mass based organization, it 

can better involve the target segment 

and community in its activities thus 

making the programmes more 

successful. 

Conclusion 

a<;tivities, the absence of a suitable 

administrator with strong 

rpanagement background 

(professionally qualilicd) may lead 

the organization into problem. 

• The absence of clear IIR (Human 

resource) policies is likely to cause 

problem for the organization. 

GVSA was found to be a successful organization with an extremely good image that _it 

created within a short span~ of time. It is vibrarit with activities. Many of the initiatives 

. taken by the organization are proactive in nature. The organization is able to conceive and 

implement an effective m~agemertt process, specially 'organizing'. In all its can1paigns·, 

many of whiCh were oflarge magnitude, people from all walks of life \vcre involved apart 

from its members. Its proximity to the target segment is an importm~t factor behind its 

success. It has a good network with many other agencies, which help the organization to 

carry out its mission. Last but not the least,· the organization's intervention~ towards 

change management and OD has lot to contribute towards sustaining its momentum. But 

still there emerges scope for improvement. It needs to manage its weaknesses 

appropriately. 
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SIPAJHAR DIAMOND CLUB AND COMMUNITY CENTRE 

Organization profile 
Origin: Sipajhar Diamond Club and Community Centre started its SOJOUrn as a 

football team called Diamond Team, in the year 1931 at Sipaj~ar, in Darrang District 

of Assam·. This team not only played football but also organized football 

competitions. Later the Diamond Team involved itself 1n, ,other social and 

'developmental activities like cultural, educational etc. It came to be known as 

. S'ipujlwr Diamond Cluh from 1946 ~nwards. In 1960 it was converted into a 

community centre to carry out social welfare activities and thenceforth it was known 

as Sipajhar _Diamond Club and Community Centre. 

Area of Operation: The activities of the organization arc limited to parrang District 
,, . 

of Assam. It has two branches, one at Sipajhar, and the other one at Duni. The Head 

Oflice is at Sipajhar. 

Vision: It is stated in the VISion statement of SDCC that the organization would 

endeavour to build a society based on equity, which would be economically sound 

and productive. 

Mission: It is stated in the mission statement of SDCC that the organization would 

aim at bringing community development by providing assistance related to money 

and .. management to the people of Sipajhar, in ord~r to develop quality of life within 

five years. 

Since 1999 they have been thinking seriously about their vision and mission. They 

held workshops with resource persons, employees and 'members, but till today ' 

suitable shape has not been given to the same. 

Objectives: The organization has aim~d at carrying out work related to comnmnity 

development. For this they ·have dividedtheir objectives both into short te.nn and long 

term. These are cited below. 

Short Term Objectives 

I. .Economic: To work towards development of agricultural sector, to set up 

small industries fur the development of economic l:ondition of rural people, 

to solve unemployment problem through ·Income Generation Scheme, and to 

create savings habit amongst the target people .. 

2._ To work for socio-economic develupn1ent of women. 

3. To conduct educational acti vi tics. 

183 



4. To work for development of sports: 

5. To carry out activities for development of village infrastructure. 

Long Term Objectives 

I. To work for socio- econornic development of the target group. 

i To work towards development, and presen'ation of cult!Jre. 

· 3. To work f(>r issues related to health. 

Activities: The activities of the organization arc prescnll:d in the tahle 4. 7 

Table 4. 7: Aclivilies of SDCCC 

Sector . Name of the Sponsoring Description of work 

programme 

a. Games 

and Spo11s 

b. Music 

c. Health·· • Camps 

• . Rural 

sanitation 

Program 

d. Literacy 

e. Micro- • Income 

agency 

Self/community 

Self sustaining 

Community 

CAP ART 

Self 

Community 

RGVN 

Organizing and taking part in different 

games and sports events. 

Running a music school 

Organizing health camps 

Under this SDCCC provide low cost 
sanitary latrine to the rural people. 

Under this SDCCC had opened night 

schools and library for its target group. 

finance generating NEDFI .. 

Under this SDCCC provide small loan 

to the rural people for their self­

employment. program 

• Diamond 

Small 

Savings 

Nidhi 

o SIIG 

As above Through this programme SDCCC 

inobilize pt;ople to save money and 

take loan lor mcome generating 

activities. 

NJ\BJ\RD, UCO This programme itH.:IuJc..:s Sdf-llclp 

Bank, 

IGSSS 

RGVN, Group fonnation, bank linkage and 

SHG training. 
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f. Farming 

g. !lousing !lousing 

Prograrmm.: 

\ 
' 

h. .. 

Training 
-

i. Relief Flood relief 

Partner's Profile 

ARIASP, RGVN SDCCC condu~·ts ngriculture, lishery, 

anj veterinary related activities by 

giving loans to the farmers to become 

entrepreneurs. It imparts trai_ning from 

time to time and facilitates guidance 

IIDFC, RGVN 

by experts on appropriate 

methodology I technology. 

Through. this programrne, SDCCC 

provides loan to economically weaker 

section of the society for construction 

of houses. 

Various agencies Under this SDCCC orgam~c training 

programmes/workshops f()r the target 

group. 

Community and Extensive relief operation IS carried 

other agcnctcs out by SDCCC during lloods. 

who provide. them 

support 

Employees: There are seventeen full time employees, six part time employees, and 

two hundred and forty eight honorary members. Excluding the honorary members, . . 

other members are based at the head office. The average age group of the working 

members is thirty-five. 

Several people with expertise m diffcn:nt areas like handloom/ textile, medicine, 

agriculture etc. are associated with the organization as honorary members .• Many of the 

other members are given professional input through training. One oLthem (the assistant 

General Secretary) was sent to attend one-year course on NGO Management. 

Target Scgmc~t: The rural poor, worhen and the youth of Darrang District comprise 

the target segment of the NGO. In order to detennine the needs of the target segment, 

some kind of study is umlertakeh by SDCCC in the area cannarked. Then their needs 

are determined and prioritized through a series of interactions with the target groups, 

which an; subsequently taken up fur action. 
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· . Sponsoring Agencies: Initially SDCCC had no policy regarding resource 

( mobilization. Now the ~rganization look forward to only those _sponsoring agencies 

whose goals align with that of theirs, and are reputed organizations. Some of these 

are, the North Eastern Development Financial Corporation (Nedfi), Rashtriya Gramin 

Vikash Nidhi (RGVN), Center For Appropriate Technology (Carpart), National Bank 

for Agriculture, (NABARD), Indo-German Social Ser\tice Society (IGSSS), Housing 

Development Financial Corporation (IIOFC), United Commercial (U CO) Uarik. 

Supporting Agencies: Apart from guiding the organization from time to time, these 

agencies provide technical and training support to SDCCC.' Some of the sponsoring 

agencies like RGVN, NIRD, ·IGSSS are also the supporting agencies. 

Promoters: Late Kamiram Nath can be said to be the promoter of SDCCC·. lie was 

instrumental in forming the 'Diamond Team' (football team) and later 'Diamond . 

Club'. 

Social Workers: The social .worker~ are members from the community or society 

who have the eagerness .to become partners in the sociall_developmental \vork carried 

out by SDCCC. Some of them are involved as honorary members or advisers. 

Alliance partners: At present SDCCC has alliance with nine other NGOs, along with 

. whom it work towards community development SDCCC provide them the required 

training· and guidance. They in tum help SDCCC to work towards fulfillment of their 

miSSIOn. 

Management Process: An Oveit;rview 

The insights drawn from the management process followed at Sipajhar Diamond Club 

and Community Centre are presented below: 

Planning: Initially specific plans related tp the activities were not framed. As money 

was the prime necessity· of the organization to carry out developmental work and to 

sustain itself, projects were submitted lor raising money. Once a project was obtained 

it was implemented without much planning. But from the year '2000 onwards, they 

. e.mphasized on careful planning the activities. For instance now their locus is on 

micro-finance related activities that has the scope to bring about economic upliftmcnt 

of the poor people. With reference to this, analytical calculation lor money 

mobilization is done, _which .could perhaps help in sustaining the organization's 

activities. For exan1ple, SDCCG has 0ve hundred strong SHGs. It would like to 
\ 

promote itself as a 'Micro- finance institute'. In this regard SDCCC has started havi!lg 
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Jiscussioils with the other linancial institutes so as to form a linkage. J\ccordingly. it 

has started calculating the ·i.nfrastructural requirement and other procedural li.mnalities 

keeping a time frame in mind. 

Activity planning is usually carried out within tht: team responsible for the particular 

activity. Decisions are also taken within the project tean1 along with the General 

Secretary. These are placed before the executive committee for approval or changes. 

Methodology follo.wed to carry out the activities: In .ordc~ to highlight this, few 

illustrations arc cited below. 

I) lkfore preparing a project. some study is carried out within the target group to 

know their needs and ideas. Accordingly. a project is prepared and placed before: the 

funding agencies .. Methodology of \vork is included in the project proposal. When the 

project is granted, apart from following· these guidelines they also consider those 

suggested by the funding agencies. In all its activities· SDCCC involve the target 

segment to a greater extent. 

2) For formation of Self-Help-Groups, at first the area of operation is selected by the 

Project team •along with the General Secretary through discussions amongst 

themselves. For example. at the initial stage it was three kilometers aroundSipajhar. 

which then became six kilometers and now twenty five kilometers.· A field visit is 

then undertaken to meet the members of the .target segment and proposals on SHG · 

formation are plated to them. If they arc willing to carry out such activity, experts arc 

from SDCCC visit them for further guidance. Nomially it results in the fonnation of 

SHG. Regular visits are given by the field.executives for necessary action and follow 

up. 

3) Methodology followed m 'cluster and federation formation': Eighty villages of 

Sipajhar have on an average five SHGs per village, which are mainly constituted by 

women. These arc formed and assisted by SDCCC. A cluster is formed by SHGs from 

the san1c locality (around four to five). Two members _from each SHG arc represented 

in the Governing Body of the cluster. It1 order to fonn a federation in future four 

representatives would be elected from each cluster. The federation would be 

registered as a separate social institution. SOCCC would treat ll:dcrations sisterly in 

future. Necessary support and guidance would be provided to them. It is expected that 

the federation would be able to set up a bank, which would play an important role 

towards economic development in the concerned area and would also bring about 

empowerment of women. In the villages, the cluster would have a cluster committee. 
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. -
which would engage itself in sc)me activities of tl~c village that could help them to 

market their goods. An important role of federation would he to make the common 

man aware of the development of the village through 'participation in the P<mchayati 

Raj System', to bring forth awareness regarding education of children and work 

against alc?holism. 

Or~anizin~: Organi7.ation striH.:turc of SDC'CC is depicted below. 

GENERAL COUNCIL 

EXECUTIJ COMMITTEE 

GENERAL bENERAL SECRETARY 

OMMITTEES (7·nos.) EMI'LOYJ-:ES 

STAfF 

'MICRO- FINANCE SECERETARY 

CELl., I 
CHIEF COORDINATOR 

MEMBERS 

COORDINATOR 

COORDINATOR PROMOTER 

COLLECTOR 

I 
MICRO FINANCE 

ACCOUNTANT 

1\DMINIST {1\TIVE 

OFFICE STAFF 

MONr 'GRING 

I 
TRAIN INC PROJFCT 

I 
COORDINA OR FIELD 

FIELD EXECUTIVE 

Fig.4.13: Organization Structure of SDCCC 
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o The General Council is comprised of all memhers of SDCCC. All changes 

that are to be brought are discussed in the General Council medings. 

o The Executive Cummillee consists of twenty-one members. It is constituted of 

the President, the Vice - President, the General Secretary, the Assistant General 

Secretary, nine elected members, seven nominated members (professionals /experts), 

ex -officio· member . (the outgoing General · Secretary). It is apex body of the 

organizatiori. The approval of Executive Body is rc4uired on all important matters. 

All important issues are discussed in the Executive meetings. 

o There exists seven sub committees namely, Human Resource Development, 

Sports, Music, Children, Women, Study Circle and Cult.ural. Each of these suh 

committees has a President, a General Sccretar); and members. The role of the 

President is advisory in nature. He is consultcd on important issucs hy thc ( icncral 

Secretary. The General Secretary is mainly responsible for· looking arter the 

functioning of the sub committee. The members assist the licncral Secretary in 

programme implementation. 

o The Proje~·t based staff· is· the most important category in the organizational 

structure. They are responsible · for implementation of the different 

activities/programmes/projects undertaken by the organization. They have a 

monitoring cell that continuously monitors the Projects. It consists of Project 

Coordinators, who are responsible for effective implcmeiltation of the individual 

projects. They arc assisted by the field coordinators who mOI1itor the implementation 

of the activities at the field level. They report to the Project coordinator. Planning of 

the activities arc carried ou~ by the Project Coordinator with tl~e support of his team 

and the General Secretary. Proper care is taken by the Project Coordinator to see the 

effective implementation of \york; according to the set plans. As micro-finance is the 

main thrust of SDCCC, they have a position of Chief Coordinator of micro-finance, 

whose ri1ain job. is to look after all the activities related to this area. The Chief 

Coordinator is assisted by the promoters, who arc responsible for promoting activities 

related to micro-finance, amongst the target group. The Collector is responsible for 

monitoring the payback of the' loans by thc individuals. I lis job is to personally visit 

the target group and collect the payback amount. He reports to the promoter. The 

Micro-fimmce Accountant keeps record of all the financial matters related to the grant 

of loans, the payback and the fund that SDCCC possess for this purpose via the grants 
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received and loans taken from funding agencies. The job of the. Administrative 

Officer is to overview the·activities related to administiation. He sees to the smooth 

functioning of the office. The duty of the Training Coordinator is to find out the 

training needs of the organizational members as well as the target group, . and 

accordingly device the training plans and.makc arrangements to conduct the same. lie 

reports to the General Secretary and seeks his guidance. 

Staffing: This aspect is discussed under the followjng heads . 

.Recruitment and selection vfpevple: SiJCCC dues not have a formal n.:cruitmcnt and 

selection procedure like advertising fur' the· posts and holding tests and interviews. 

Rather an effort is given by the organization to match the need of the organization and 

the talents available locally or within the organization. People are selected on the 

basis of references given by other members and through obscrvution. Interaction with 

the candidates is arranged in order to ~cc his/her suitability li.>r the post. 

Rule Clarity: Role prolilc of the different job incumlx:nts is llxcd through observation 

and discussio~s with the key people. Verbal instructions regarding the job are given to 

the incumbent. When an employee joins the organization, ·the job responsibilities are 

given in written form. Job de.scriptions arc entailed or responsibilities arc divided 

through discussions within the team or by reviewing the project. 

Dirccting/lcadi~g 

Leadership:: The leadership is democratic and largely participatory. The General . 

Secretary is able to direct. the NGO towards ·success. Views of the .members arc duly 

considered on issues affecting the organization. Power and work arc delegated down 

the line. A feedback from the employees revealed that the organizational climate is 

conducive, and the-General Secretary is able to keep them motivated with his amiable 

nature, quality of leadership, concern for their development and guidance. 

Communication: Tvp tv bottom cumfnzmicaiiun in written form is· very limited. lt 

occurs only when sometimes the General Secretary issue written directions about time 

bound work. Mostly communication is verbal when the information is passed down 

the line or when the members are addressed by the General Secretary. Written forms 

of bollom lo up cominunicutivn an; the monthly activity reports suhmittcd pt:riodically 

by the individuals. It is verbal when feedback on work is assessed. Other forms of 

verbal communication are the interfaces and monthly meetings. The organizational 

newsletter called 'Diamond Barta' is an important platform through which the views 

and ideas of the members are expressed. 'The organization also utilizes this means to 
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communicate with its members and the readers regarding important inhmnation of the 

organization. 

Control: Appropriate monitoring and evaluation of al:livitics arc· June to sec 'their 

proper .execution. Monitoring and evaluation is done both' externally by the 

sponsoring agencies and internally by .the organization. Internally. it is carried out 

through field visits by the field workers of the monit~ring cell of certain projects, and 

~he follow up m~ctings that are of. followin'g typcs-

1. Monthly staff meetings, where a total analysis is done and actions are taken, 

2. Quarterly executive meeting, 

3. Annual General Body Me.eting, 

4. Project •coordination committee meeting, held at the interval of two to· three 

months, for analyzing the project work, 

5. Meeting of the General Secretary and the Project Team whenever necessary. which 

is of informal nature. 

If there is urgency, any of the above meetings can be summoned without looking at 

the time interval. 

The organization conduct periodic evaluation of performance of the employees. A 

fonnat exists for the san1e. 

The individual Dynamics 

Organization cu/Jure: The organizational values arc mutual trust, cummil.nJcnt, Iucus 

on social service, honesty, transparency etc. This is combined with a friendly work 

environment. The organization climate is conducive, and the General Secretary is able 

to keep them m.otivat~d with his amiable nature and suidance. Feedback from the 

individuals revealed that no organizational politics exist in the organization. People 
. . 

are motivated and committed to\yards their work. Annual award for good perfonnance 

is given to two persons per year. 

All individuals are aware of their goals and objectives. They are able to identify the 

short term and long. term goals relating to 'thcmsdvcs, their teams and the 

organization. Agreemt:nt on group goal is reached. Workshops and seminars are held 

in this regard. Above that, the ne\vly joined members arc familiarized on these 

aspects. 
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Conlrilnilion of the individuals: The' individuals have contributed enormously towards 
I 

the organization. Few illustrations related to this urc citcJ below .. 

a). When· SDCCC was burdened with debt and was experiencing bankruptcy. some 

members contributed their personal money to save it.· 

b). All employees and members have risen to the call of service whenever it was 

required, sacrificing their personal comforts and other works. This frequently occurs 

during natural calamities, when timely help or relief has to be extenJcJ to the needy 

people. 

c). Loans are extended by the organization to different persons. The employees 

proviJe information regarJing the suitability or persons to whom loans may be 

extended. Normally these people need. to bring an acceptance letter from persons to 

act as their guarantor. In case they arc unable to find a guarantor. the employees come 

forward to act as so." Further, responsibility is shou!JcrcJ by the employces fur gctting 

the loan repaid through constant follow up. Thus the indiviJuals have provided 

yeomen service both to the NGO and the· needy people. 

influence andl'ower:: The most in11ucntial and powerful persons in the organization 

are the General Secretary, the Assistant General Secretary and Senior Project 

Executive anJ other Executive members. They arc influential by virtue of their 

position ·and expertise, which are gained through expcncnce, knowledge and 

foresight. They influence the decision making process. 

Conflict: Negative activities have not been directly observed by anyone. Only in the 

initial stage of the present General Secretary's leadership, when certain changes in the 

objectives of the organization were made, some resistance t.o change was shown by 

some senior members. But t~is conf1ict is supposcJ to be a functional conflict. No one 

has tried to dominate other people in the organization but have always focussed on 

collaborative work. 

The Group Dynamics 

Types of groups:· Mostly fom1al groups were observed in the organization though they 

were infom1al in nature. It was observed that an infonhal group exists. which consists 

of the General Secretary anJ t~o other mcmhcrs. While setting ohjcctives and 

bringing changes, this group is consulted by the (jcneral Sccn:tary prior to obtaining 

approval from the Executive Committee. Hence it is at the· Executive Committee level 

that the objectives arc set. 
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Co!?flict: The inter-group relation is very cordial. Jnstarices of intc_rpcrsonal conflicts 

are absent <md hence the necessity ofcstablishing a conilict resolving mechanism was 

not realized. Team building activities arc carried out both for the members of the 

organization and the target segment, specially the Sclt:.llelp Groups (SIIGs}. 

C(mtribution of the partners: The good relationship with the target .~egmell( is the 

major strength for SDCCC The target segment is involved in all the developmental 

activities of the organization. The target segment contributes by extending ·support 

and cooperation in the organization's effort towards development. They have a good 
•. '' ' 

payback record. Mutual trust and faith exists between 'the target segment and SDCCC. 

The sponsoring agencies apart from giving monetary support, provide guidance, 

arrange :·training and. add professionalism, to the o.rg~ization. Constant professional 

inputs on NGO -. nianagemcr1t · arc p·rovidcd by supporting a}..!enc:ies. Issues like 

leadership, team building and action planning arc taken .:up. jn the workshops 
·:~: . -. ':.' -

conducted by them. Technical aspects like SHG formation, mi~ro-linancc operation,' 
,•''•; • I ~ • 

book keeping, accounts and entrepreneurship arc also taken up for training; These 

agencies provide constant encouragement to the organization in bringing change in 

the organizations as well as amongst its target group. They constantly emphasize on 

organizational development, and extend support to SDCCC in this cmlcavor. Some 

social workers act as experts in various programmes organized by the organization. 

Few others are involved in day to day activities of the organization and work related 

to the target· segment. This involves creating awareness regarding need to inculcate 

positive changes and ability to sustain it. 

SDCCC ha~ very good relationship with the partner NGOs with whom they work 

towards fulfillment of their mission and objectives. 

Change Management: Evolutionary Process 

Changes undergone: It is learnt from the history of the organization that it had 

undergone numerous changes. The organization reflected radical changes at certain 

periods. This included bringing change in mission and objectives, taking up different 

activiti-es and adopting a vision and subsequently modifying it. The objectives at 

· different period of its existence m~ as follows, 

1931---- The sole objectiw ·1s to play as a footpall team. 

I 952---- T<i extt:ml comnH• . :ry service (sports. health. cultural) 
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1970---- Di~mond dub community n:ntn; was fornH:d. which lead to 

· erihimcement of community work." 

.1971---- The organization was registered as a voluntary organization. 

1997---- Under the leadership of the then General Secretary, Mr. Nani Saikia, 

emphasis was given to the economic activities. Thus .'"tvticro-finance' was adopted as a 

major thrust area. 

Restructuring of jobs: The organization structure was redesigned over a period of 

time. With the addition of new activities various positions were created in the 

organization structure. The position of admii1istrativc officer was created. to follow up 

the employees. A position of training coordinator was created to carry out the 

Organizational Development activities. 

Changes needed: The people in the NGO had expressed that in future SDCCC 

would like to see itself as a Micro- finance Institute, which would gain expcrtisc in 

establishing SHGs, dealing with micro finance and would be in a position to train 

others in this field. SDCCC is in the process of building up duster and ·kdcration. The 
·. 

federation should be able to set up a bank, which will pl!.ty a prominent role in 

economic development of the concerned area. The organization has already submitted 

this proposal to funding agencies. lt had several discussions at different levels of 

organization involving all members regarding this future of SDCCC. 

Some of the working members have felt that a pern1anent Chief Functionary is needed 

in the organization. Similarly it has been felt that the seven subcommittees namely 

Sports, Cultural, Study Circle, I:Iuman Resource Development, Music, Children, 

Women, need to be discontinued. This is because on one hand they do not generate 

any. fund for themselves but consume lot of money, and on the other hand the 

organization does not have enough fund and manpower to continue with these 

activities. Moreover, SDCCC would like to limit its activities within the rural 

population, with main focus on SHGs and micro enterprise. 

OD Process and interventions 

This aspect is discussed under the following heads. 

Tlte DiagfloJiic component: Emphasis is given by the organization on the diagnostic 

processes in order to gather valuable infonnation from the external as well as internal 

environment. The diagnostic component of SDCCC is constituted of the diag~ostic 
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targets, the diiTerent types of infum1ation sought/organizational processes emphasized 

and the interventions or methods used. This is presented by table 4.8. 

Table 4.8: Diagnosing Organizational Subsystems of SDCCC 

Targets 

The Total 

OrganizatioQ 

Homogenous 

subsystems 

Dyads 

Individuals 

Issues I ntcrvcntiuris 

Environmental scanmng, change, SWOT 

problem diagnosis and solving, organizational 

analysis, 

workshops, 

looking at future, analyzing the 

effectiveness of the organi:t.ational 

systems, activitics/pcrfom1ance 

etc. 

visioning cxcn.:ises, General 

Coum:il Mecling:'- , future 

search conferences. 

Planning, monitoring and Monthly Project 

Committee evaluating the activities of the Coordination 

group (including that' of the projc<.:t m~ctings/Projcct 111cctings, 

·group), problem diugnosis und Executive Committee 

solving, resource utilization and meetings, Sub- Committee 

the futu're needs, decision-making meetings etc. 

etc. 

Planning, monitoring and Meeting of the General 

evaluation, delegation of power or Secretary with the 

authority and division of duties and coordinators, meeting ofthe 

responsibilities (role clarity), Project Coordinator with 
. 

resource utilization and its 'further the Promoter and or Field 

requirement etc. Coordinator, ,meeting of the 

President of the Suq-

Committees with the 

General Secretary of the 

committee. 

Individual performances, nee~ for Interfaces, workshops, 

development (enhancing skills and meetings, monthly activity 

capabilities) through identification reports and self- appraisals. 

of their strengths and wcakncs~o.;cs, 

role fitness and role profile, 

grievances and conflicts. 

195 



-
Between/among Scanning of the environment; need Participation in workshops, 

organization for resources, change and meetings/discussions with 

systems Organizational Lkvclopmcnt, the target scgn~cnt, 

organizational pcrlom1ance and sponsorrng and supporting 

efTecti veness. agencies, field visits etc. 

Action Planning: SDCCC has realized the importance of action planning now. Since 

the year 2000, they pledged to carry out appropriate planning for the activities to be 

carried out by them. Today they are very serious about planning work related to 

projects, for example 'Micro-finance'. Activity planning has been discussed 

thoroughly under the head 'Planning'. 

Programme Management: SDCCC has g1vcn proper thought to this coJnponcJJI. 

Apart from the Project Coordinators, a monitoring cell h~s been established tu 

monitor the activities of the Projects. As 'Microfinance' is their thrust area, SDCCC 

has kept a position of Chief Coordinator of Micro-finance. They have distinguished 

the activities of the projects fr~m other activities and hence, they have created seven 

sub-committees, each comprising of a separate body. All these have facilitated the 

smooth functioning of the organization. 

Illustrations: The OD process of SDCCC can -be better understood by citing some 

illustrations, which are as follows. 

1. issue related lo Change: In the year 1997, the new leadership found that the 

organization was in crisis and facing lot of problems. Thus changing that situation 

became important. This effort toward~ change can be explained in the following steps. 

The diagnostic phase: Numerous discussions were held within the Executive Body 

and the General Body, with the sponsoring and the supporting agencies and 

informally an1ongst few members on this issue. I\ workshop of greater dimension was 

held within the organization in the. year 2001 to discuss the ahove issues and 

reorganize SDCCC. Every member of the organization attended this wo_rkshop. The 

whole OD exercise that comprised __ of fom1al group diagnosting meetings, vi~ionin~, 

future search, role analysis, SWOT analysis etc. was carried out for more than a 

month. The outcome of the diagnostic phase was that several problems, which were 

hindering the functioning of the organization and the possible reasons behind that, 

were identitied. 
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Action planning phase: 'The organization involved everyone in the action planning 

process' in order to find out the solutions to the problems and also new ways to 

improve organizational effectiveness. 

1he outcome oft his phase wus that, 

• A new Vision e·merged which was stated as---

'SOCCC exists to build a society based on equity, which will be economically 

sound and productive'. 

• The Mission was framed as----

SDCCC will provide assistance for money and management to the people of 

Sipajhar of Darrang District to develop quality of life. 

o New Objectives were outlined. They were as follows--­

a) Inculcation of Self-Help among rural people, 

b) Provide technical and management input to exploit local recourses. 

c) Formation and strengthening of peoples' organization and bringing them into 

the mainstream of the economy. 

· d) Empowering the rural people, particularly women and youths through 

infom1ation, education and capacity building, skill assessment and 

enhancement programme. 

• In order to realize the above, the group felt that the following activities need to be 

focused: 

a) Capacity building through training: This will aim at building a capacity of their 

target group through proper Financial Management, Credit Planning and 

Management, Identifying viable income generating activities and also technical 

and management inputs for micro-enterprise development. 

b) Savings and Credit Program: To ensure growth of SHGs, SDCCC will provide 

the SHGs with loan and facilitate the savings of the group and the individuals. 

• Another outcome of the action planning phase .was that a new Organization Structure 

was proposed(as depicted in the figure 4.14) 
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' 
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' 
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SUPERVISOR SUPERVISOR ~UPERVISOR SUPERVISOR 

Fig. 4.14: Proposed OrganiZJition Structure of SDCCC 

Level of decision making within the new set up: It will consist of. three levels: 

a) Strategic decision making level: The general body will detem1ine the long 

term objectives, resources a11d policies of the organization. 

b) Management Level decision making: The governing body will monitor h~w 
. . ' 

efficien~ly or effectively resources are utilized and how well operational units 

arc pcrlorming, and take decision in this regard. 

. c) Knowledge Level Decision-Making: The staff. will evaluate ncw ideas lor 

products or services, ways to communicate new knowledge and distribute 

information throughout the organization. , 

• Suggestions regarding Monitoring of planned activities: The workshop 

suggested that a project coordination committee (PCC) should be set up 
' . 

comprising the Chief Executive. Members and the Projc~.:t wordinator. Every 

PCC will sit once in a month to monitor and evaluate the activities of the 

project. s 
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• SuRges/ions regardinR Evaluation t~{I'erformance 

The workshop suggest<.:d that the 'performam:c evaluation could be C<IITi<.:d out in 

the lollowing manner: 

Table 4.9: Method of Perforn;Jance E\'aluation of SI>CCC 

Sl. No Level against Activity 

I Individual against Job/ Task 
2 

. 
Group against Pr~jcct 

3 Organization against Services and Goal 

Some actions and indication~· for succe.s4itY implementation of the project were 

decided. These arc: a growth plan for the organi:t..at.ion in quantitative terms. a new 

organizational set up, sources of fund and its maintenance, changes in organizational 

authority. involvement of" local people in the projects. the nulllhcr of Sll< is that 

should be targeted and their sustainability, the loan recovery pcrc<.:ntage aml increase 

in family income of beneficiaries. 

Action Implementation Phase: Some of the suggestions that emerged from the 
I 

workshop were adopted and some are in the thinking process. Among the changes that 

were adopted are those related to NGO's vision, mission, objectives, the activities, 

fonnation of' Project Coordination Committee to monitor the activities, actions and 
. . 

indications for succe'ssful implementation of projects, the evaluation criteria and the 

growth plan. Some suggestions related to the organization structure were adopted like 

inclusion of Project Coordinator for training (Training Coordinator). An 

Administrative Orticer had been appointed as the Office .Coordinator. An interesting 

fact is that the existing seven· sub- committees have been excluded in the 

·organizational structure, which provoked the old members. Hence. for the time being 

these activities had to be· continued. SDCCC involved aH the members in the action 

planning.and implementation phase. Various task groups were constituted tQ carry out 

the activities. · 
• J 

Moniioring and Evaluation phase: The organization and specially the leadership tried 

to'see the cJTective implementation of the action.plans. The fccJback on the tasks anJ 

changes carried out were closely observed on day to day hasis. Support of the 
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sponsoring and the supporting agencies were also sought in this context. The activities 

of the organization and the new project proposals were reviewed hy these agem:i<.:s. 

Stabilization phase: The Executive Committee, .the General Secretary, the Project 

Coordination Committee and the Project Coordinators stressed on the stabilization of 

the changes/ actions that were implemented. Essential guidance was provided and 

progress of the work was closely. observed. Care was taken to sec that the 

organization docs not revert back to the earlier state. 

2. 11w problems faced, and the problem solving process: Most of the problems faced 

are of routine nature, like those related to reporting/ communicatioi1 and activity. The 

absence ofjob manual has created some problems related to work. The organization 

had faced certain non- routine problems, which had considerable impact on the 

organizational activity. These arc discussed below. 

a) Orgunizutional crisis: The present exn.:utive t:Oilllllillee u11dn ll1e lc;~tkr.-.;IJip of 

the present General Secretary took over charge under a crisis that had posed a 

threat to the existcm:e of SOCCC. 

7he Diagnostic phase: When the new leadership realized that the organization was 

unable to carry out developmental programmes, it summoned a General Body 

n1eeting, where all members were present This meeting discussed the reason for the 

organizational crisis. The discussions revealed that the financial crisis of the 

organization ·was the main reason for the serious situation, as the new kadcrship took 

over charge under a heavy debt. The other reasons were absence of professionalism, 

lack of change and organizational development cfTorts, lack of appropriate objectives, 

lack of eagerness to know the needs of the target segment, lack of dynamism of the 

organizational leadership, ineffective organi;.r .. ational structure, la~.:k ofskills etc. 

1he action planning phase: Generation of fund became lorcmost as without this the 

organization was facing the problem of survival. Thus, all people in the organization 

were involved in the action planning aimed at generating funds. They prepared 

ambitious plans for taking up JH.:w objectives ami tlll.:rehy new activities by prepari11g 

project proposals to be sent to difTerent agencies. For solving immediate fund crunch, 

they made plans to take up short-term developmental activities. 

The action implementation phase: The problem was solved by organiZing an eye 

camp (health camp) in the outskirts of Sipajhar. Monetary and non- monetary help 

from di rrerent quarters were sought. The social workers, members of SDCCC, 

medical professionals, sponsoring agencies came forward to help them. They went all 
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out to campaign for the cause ofSDCCC. This was the initial phase of Mr. N. Saikia's 

leadership and he kept no stone untumed to motivate everyone towards this activity. 

The result was that not only the community heJietit~d hy the eye camp, hut it also 

hdpeu th~: organization to get ov~r its debt anu the immediate financial crisis. 

Monitoring, Evaluation and Stahilizatiun: The new leadership with the support of the 

Executive Committee instilled in everyone a team spirit. It sought commitment from 

everybody. At the. initial stage monitoring and evaluation was through verbal 

feedback and observation, which later included written medium. 

b) SDCCC carrieu out construction of a crematorium, which la~.:keu the support 

of the target segment. This problem and the problem solving process is discussed in 

the following steps. 

The Diagnostic Phase: The members of the organization held discussions with the 

targd scgrncnt/community. These discussions n.:vcafcd rlral ll1c lallcr llutugltl ir was 

the duty of SDCCC to carry out the work, since th~:y had obtained mun~:y lor tlw said 

cause, where as SDCCC had planned to construct it with the help of the members 

from the community. l-Ienee, it was seen that there existed a gap in the mindsct of the 

org<mization and the target group. 

Action Planning: In this phase help from the social workers were also sought in 

convincing the target segment to participate in the work. They maJe the_ latter realize 

how their contribution could help to build up economic empowerment and ensure 

continuity of the programmes. The outcome was that both the organizational members 

and members from the target gro.up participated in formulating the plans for effective 

attainment ofthe objective. 

Action ·Implementation: It was carried out together by the members of the 

organization anJ the target group. 

Mvniloring and Evulualivn: Representatives from the organization and the target 

group monitored the action implementation and the effectiveness of the work by 

measuring it with the set standards. 

Slabilization: The organization tried to maintain a gooJ relationship with the target' 

segment. They sought support from them in identifying their n~:~:ds, ·in action planning 
-

and implementation. 

Success and failures of the OD process: Most of the above interventions were 

successful, which could bring about change effectively. But, the organization also 
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l~1ilcd to gain support l'l1r adopting certain other changes f(Jr example, discontinuing 

the seven sub-committees, which are c~tra burden to the organization. 

Strengths and Weakness of the OD process: The organization has undertaken 

elaborate Organizational Development cf1ort, which arc participated by all 

organizational members. It has tried to solve the problems through involvement of its 

members, the target segment ar1d occasionalli the sponsoring ar~d the supporting 

agencies. The weaknesses include the short-tcm1 tenure of the chief functionary, 

which was a setback to the OD effort of the organization and .the lack of professional 

expertise to carry out OD exercise. 

OD activities related to training: training is taken as a component of Organizational 

Development. The initiative of the NGO in this regard is discussed below. 

I) The position of 'training coordinator' exists in the organization structure. This 

person is responsible lix coordinating the training prograrrrn1cs lill· tl1c organi/.alion 

and especially the six weeks training progrrunme on rural entrepreneurship and Self­

Help Group. The latter includes training on book keeping,· accounts maintenance, 

group discipline, group dynamics, scientific management of different mcome 

generation projects like fishery, diary, poultry, piggery, goatary, weaving etc. 

2. Personnels from SDCCC have participated in different training/ workshops, which 

arc held both within thcstatc and outside. 

Traini11gl workshops inside the state: The topics of training/workshop and the 

organizations conducting them arc cited below. 

I. Problems of cwnomic development in NorthEast organized hy ln_dian Institute of 

Bank Management (IIBM), .Guwahati. 

2. Workshop on the good governance, organized by RGVN, Guwahati. 

3. Workshop on Panchayati Raj Systems, organized by National Institute of Rural 

Development (NIRD), Guwahati. 

4. Workshop on legal literacy campaign, organized by RGVN, Guwahati . 

. 5. Participation in NGOs meet, organized by RGVN. 

6. Participation in Rural Development Training, orgar~ized by NIRD, Guwahati. 

7. Workshop on ARlASP activities, organized by RGVN at Guwahati. 

Training! workshops ·outside the state: The ~opics of traiiling/\vorkshop, the organizations 

conducting them and the location where they \Vere held are mentioned below. 

I. Workshop on violence against women organized by North East Network (NEN), 

Shillong. 
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2. Training on Organization Management for Participatory Dcvclopr;lent, held at 

NIRD, llyJcrabad. 

3) Apart from those cited above, various personnels from SDCCC have been deputed 

to undergo different occupational training both inside and outside the org<mization 

like, Capacity Development Programmes, trainiilg on Micro-finance operation. NGO 

management, leadership development and tcambuilding. 

4) Exposure visits arc organized for SDCCC personnel both within nnd outsiue the 

state. The purpose of these visits is to see and gather first hand knowledge of activities 

similar to SDCCC conducted by other NGOs. 

5) Members have been deputed to undergo one year Post Graduation Diploma 

Programme on NGO management at Entrepreneurship Development Institute at 

Ahmednhad. 

SWOT Analysis 

An analysis of the organization's strengths, weaknesses. opportunities amJ threats in 

relation to OD is presented in table 4.10 

Table 4.10: SWOT Analysis of SDCCC 

Strengths 

o Wide acceptance and recognition of 

the organization by the target 

segment. 

o Committed leadership is observed. 

o Good interpersonal relationship Is 

prevalent. 

o (iood working climate exists. 

o Most of the worker members and 

specially the leading ones are young 

and enthusiastic. 

o Presence of motivated workforce is in 

the organization. 

• Flexible Organization Structure. 

\Vcaknesscs 

o Docs not have the desired level of 

profcssionallcxpcrlisc knowledge 

on managing progr.:m1mes and the 

organization due to lack of 

professionals and experts 111 the 

organization. 

• Looking at the numhe.r of" 

activities they arc involvcu, they 

need more manpower. 

o Lack of systematic Human 

Resource Management Policies. 

o The presence of the seven sub­

CO!lllllillccs cuch with a Prcsiucut, 

General Secretary and members 

make the Organization Structure 

cumbersome. 
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Opportunities Threats· 

0 GooJ rdationship with the target • . Other players like.: the.: NUOs and' 

segment would make it easier for the speCially the government agencies 

NGO to take up new activities or entering into their area of work. 

programmes rneant for them and • Attempt by some politically motivated 

achieve the desired results. 

o NGO friendly \policies of the 

0 

Government. 

Their good relationship with the 

funding agencies would help them in 

getting funds to carry forward their 

developmental activities. 

J 

individuals to ·Spread wrong 

inforn1ation about the NGO amongst 

the target segment and thus hamper 

their \Vork. 

t__ _________________ _L_ ______ ----·-··--+---------· 
) 

Conclusion: 

Sipajhar Diamond Club and Community Centre ts the ·only one amongst the eight 

NGOs studied· and very few NGOs in Assam that had undergone transfl.mnational 
I 

change. It started as a football team and emerged as an organization which is today in 

the forefront of community development. Though it had shortage of pro!Cssionals, but 

this did not deter the organization from focusing on their vision, mission through 

continued pursuits for organizational learning and development. Thus their case 

presents a successful illustration of leading and managing change by an NGO located 

in a remote region. The organization has tried to enhance the competence of its people 

through training conducted both within arid outside the organization. The contribution 

of its people, sponsoring and supporting agencies, target segment and social workers 

in the activities of ~e NGO is enom1ous. A good individual and group dyna111ics is 

observed in the organization. It has attempted to conduct some regular OD exercises 

in the organization. The organization in order to improve further should consider of 

increasing their manpower strength, decide about segregating the seven sub­

committees with the main structure that arc now the major stumble blocks for leading 

changes, and plan for imbibing professionalism in the organization. Recruiting a few 

people with professional skills and expert knowledge is sure to give a further boost to 

the organization. 
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SHANTI SADHANA ASHRAM 

Organization Profile 
Origin: Hembhai is the motivating force behind Shanti Sadhana ·Ashram. He is a 

friend, philosopher and guide to tl.te organizational members and his ft>llowers. He 

came to the field of social service way back in 1961, as a student of ninth standard. 

~ater he was associated with Vinoba Bhave and Jayaprakash Narayan. He got an 

opportunity to closely work with them for several years. I Icmbhai was highly inspin:d 

by the thoughts of Vinobhaji regarding establishment of a society based on unity and 

brotherhood, development of the rural poor, and thus bring about development of the 

nation. Vinobhaji wished that Hembhai should carry out the ideals propagated by him 

and take them to the doorsteps of people of Assam. Thus, llemhhai rdurncd hack to 

his home stale Assam and established Shanti Sadhana 1\.shralll in the year I 9X2 at 

(iuwahati, along with two of his ussm:iatcs na111cly, Bahulal Vidnun and < ialll:sh 

Jaware, who pledged to carry forward the ideals of Vinobhaji and Gandhiji. He blends 

spiritualism with modernity, and has made this the foundation for Shanti Sadhana 

Ashram (SSA). 

Area of opcrution:· Their mam area of' operation n:mams Assam though they 

sometimes also carry out limited activities with the help of social workers and 

volunteers in the states of Uttar Pradesh and West B~ngal. The I lead Ortice of' the 

organization is at Guwahati, Assam. 

The vision, mission and objectives of the organization arc spelt out as follows. 

Vision: To bring forth a revolution to realize a socidy that is hasnl on equality and 

brotherhood. 

Mission: To establish a society hased on truth, love, compassion and equality; to 

achieve human unity, social justice and uni versa I brotherhood; un i I y wi I h creatures 

and nature, and finally self-realization in society through service. 

Objectives: The major organizational objectives that the organization has set for itself 

are to: 

I. Achieve complete development of man, both spiritual and intellectual. 

2. Train people in order to gain or create meaningful employment and speci~lly give 

importance on self-employment, which can bring about economic development. 

3. Provide free primary education to the poor/deprived children. 
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4. Spread awareness on issues related to health and hygiene and to extend medical 

help to the target group. 

5. Uplift and empower poor illiterate women through education, training and 

lectures. 

Organizational Activities: The organization is involved in numerous activities. 

These are depicted in the table 4.11 

Table 4.11: Acth·itics of SSA 
--- ..... ·~-------·- ·--····· ~------.... -· ·-··--- . - __ ,.._ ..... _ 

Sector Name of the Sponsoring Ucscri(ltion of work 

programme agency 

Health 'Khoj' Voluntary Health Includes activities related to 

Association of promotion of 

India and health and hy[!.iene, rtulririofl, s . 
drink in~ water, iotlllllll ii'.al ion, Voluntary I h:;tlth 

Association of 
tllolhcr and 

Assam 
chitd health, medical facilities, 

training and income generation. 

Traditional System of It inclmks production or 
Medicine Ayurvedic and 

hcrhalmcdicincs. preservation 

and propagation of medicinal 

plants. 

Yoga and 
( icncraltreatlllcnt of patients 

naturopathy 
through yoga 

and naturopathy. 
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Education District Resource Unit Human Resource It is concerned with 

(DRll) Devcloprm:nl 

Ministry(HRD) 

organizing, comlucting 

educational training 

programmes on non- formal 

education, adult education, 

innovative/ alternative 

education, awareness general 

programme, training, 

preparation of post literacy 

materials etc. 

lnnoval ivc Child Relief and Ym I lndcr this progr:lllllllC the 

experimental sehoul (CRY) 

Non- formal HRD ministry 

education 

organi/.alion proviJc.ljuality 

education to the deprived 

children of the community 

through pre-primary and 

primary schools. 

Under this programme 

primary education facilities 

arc provided to the school 

dropouts and non-sehoul 

going children. 
1------1-----------1·-------- --- ----1 

Community ,)/11' i'rujecl South .t\si<.l Tlu: programme im:luJl.'s 
. development 

Partnership (SAP) community development 

India 

CAPARTprugrammc CAPART 

activities like providing 

housing. drinking water. and 

sanitation lacilitics. 

"This programme lacilitatcd 

the supply of safe drinking 
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Income Women Development 
gcncnttion 

programme 

Mushroom Project 

I 

Food processing and 

preservation 

Village industries 

Nursery 

J 

·---

SIDHI. R 

water, construction of 

huilJings anJ Jevdopmenl 

of cottage inJustrics. 

GVN. Training on weaving, reeling 

CAPARI ·,Nt\l3AR and spinning of thread, 

production and marketing of 

products. f(mmttion or 
sdr-hdp groups. 

Self. SIR 

Institute ( 

D (State 

>f R ur.al 

Dcvdopr ncnt) 

Training on mushroom 

cultivation: production and 

processing of muslm>on1; 

prod11cf ion of rn11slrroom 

~pawn and n.:scart:ll on 

mushroom cultiv<Jtion. 

C/\P/\If 1", Ministry The programme aims at 

of food p rocessmg production of various food 

i nd ust ric. s products and to provide 

Sell: Spi cc board 

training to rural youths on 

food processing and 

preservation. 

This project takes care ofthc 

training cum production 

centre of bamboo and banam 

fibre products. 

It aims at providing tmining 

•to the unemployed youth in 

establishing nurseries lor 

self-sustenance, genera~i ng 
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income thro!,!gh selling 

quality fruits ami flower 

saplings to the garden and 

managing the herhal 

medicine garden. A 

Production or black pcppL~r is 

also carried out under this. 

Bee keeping The programme includes 

production and selling of 

honey. 

' 

lJNDP (lJnited Nation~ liN I kvcloprm:nt or Sericultun.: 

Development Program and Spi<.:e Production 

' 

· Gram Srce Mela CAP ART This programme provides 

marketing outlet to the rural 

artisans. 

Partners' profile 

Employees: Numbers of employees during the study period was four hundred and 

fifty (from which around three hundred and forty eight are paid employees) with the 

following break-up: 

Education project: Coordinators :.two, Teachers -twenty four; Health project: 

Coordinators - two, Health workers - thirteen; Income generation Programme: 

Weaving manager-one, Production in charge-five, Production assistant- seven;' store 

in charge- one, Store assistant- one, Accountant - one, Sales person- one; Ayurvedic 

medicine Programme: Doctor- two, Chemist-one, Production in charge-one, Worker­

four, Helper- four; Mushroom Project: coordinator-one, lab in charge-one, worker­

three; 
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Nursery Programme: Incharge-one, worker- three, Spice Project: Technical 

supervisor-one, field supervisor-one, and worker-five, Agriculture extension: 

Incharge-one, Supervisor- three, Food processing Project: In clwrgc-om.:. worker­

three, Office administration: Secretary-one, Manager-one, Programme olliccr- one, 

Programme coordinator- one, Office assistant- one, reccptionis~- one, 

Weavers: two hundred and fifty, Volunteer: one hundred. 

Average age group of employees is thirty five. For volunteers and workers it varies 

from school and college students to senior citizens. 

The Target Segment: The poor rural people of Assam comprise its target segment. 

Plans related to activities and programmes are communicated to the people I target 

segment through its difTcrcnt centers and during Padyatras (journey hy foot), puhlic 

mt:dings de. Nt:t:US or the target s~.:grm:nt IS assessed during l'adyatras illld licld 

visits. 

Sponsoring agencies: Though there arc difll:rent sponsoring agencies funding SS/\ 's 

projects, but now they are focusing more on self-generation of income, and hence 

have limited their sponsors to. this category. They have developed the goodwill of the 

sponsoring Agencies. The major funding agencies arc, RGVN, SIDBI, CAPART, 

CRY (Child Relief and you), Social Weltare Departmct1t, Asha tor education, 

National literacy mission etc. Apart from that they have also received donations from 

· numerous individuals. 

Supporting. agencies: Most of the above mentioned sponsoring agencies arc also the 

supporting agencies. Few other supporting agencies are Vikrarn Shaila Education 

l{cscan:h Sm.:idy, Vivckananda Kendra and SIRD (State lnstitull: of' Rural 

Development). They provide. training, guidance, new ideas and continued 

cooperation. 

Social workers: 

Some of them are, Dr. Srimohan Shukla (from UP), Dr. B.N. Pandey (from Delhi), 

Dr. Dharmendra Nath Aman (from Delhi), Dr. A. Mukhopadya (Executive Director, 

Voluntary I !Calth Association, India), Dr. R. Prema (l3anwari Ashram, UP). 

Radhakrishna Bajaj (fromWardha), Sakuntala Chaudhury (Kasturba Ashr3ln, 

Guwahati). They had the blessings of Yinoba Bhave and Jaiprakash. 
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The Management Process: An Overview 

The Management Process o: Shanti Sadhana Ashram involves the following steps. 

Planning 

Setting of goals and o~jectives: 

Individuals representing the different levels ofthe organization including the different 

departmcn_ts and centres, the public. and the target segment, the society (social 

workers) are part of the executive committee and general body. All these people arc 

involved in setting up of tile organizational objectives and goals. They are asked for 

suggestions and feedback in the general body meetings, executive body meetings, 

organizational meetings, and staff/ departmental· meetings. Departments are asked to 
' 

set their own time bound goals, which has to be intimated to the Secretary and the 

Ma11ager. 
\ 

Activity Planning: Activities related to planning arc do.i1e dcpartlt'lent wise. These arc 

then ·discussed with the Secretary 'Hcmbhai' and the manager. For example, presently 

their focus is on self-sustenance. In this regard they try to assess the kind of expertise, 

resources (including financial support) they possess. This is followed by discussions 

with the people from diiTerent departments/projects. 011cn the matter is consulted 

with the experts from outside the organization like in the area of food processing, 

medicines/ J1ealth, designs etc. with whom the organization has a good relationship. 

Views of different agencies are also taken into consideration. 

Normally, when plans are prepared, various departments set the targets for quantity 

and quality. The production and marketing plans arc also framed. These arc discussed 

with the Manager and the Secretary prior to implementation. The work is constantly 

supervised· and modifications if necessary are made. Past mistakes arc taken into 

consideration while planning. 

Planning by the departments can be cited with an illustration. For example, an 

advance planning by the food-processing department is carried out with the 

involvement of all the members of this department. It adheres to the following 

sequential steps. The target is set in advance regarding the quantity or production or 

each variety of products. A season-wise plan for production of pickle is then 

formulated. Next the marketing plan. is prepared. The monitoring measures arc laid 

down. "I)1c total plan is communicated to the administration. 
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A set procedure for carrying out activities as such docs not exist, a~ it dil1crs from 

work to work or fmm department to ucpartment. Nevertheless, the Wt1rk is supervi:'L~L: 

arH.l monitored personally by the manager and reports from the dcpurtmcnt::ll/projcct 

heads arc demanded. 

OrganiziEJg: 

The Organization structure of SSA is <.kpicll.:d in the figure 4.15: 

o Ashmmitcs: They arc the lifelong missionaries who have s<.tcriticcd their life for 

thccause and ideals of the organization. 'They are the permanent members and the. 

pillars of the organization. They work on honorary basis. They provide constant 

support and service to the organization. They are com;ultcd on all important 

matters. It is seen hy the i\shr;uniks that the tlre,:Hli:t.ational nH.:rnhcr:> :tdhen.: to the 

mission, objectives und ideals of the organization. 

o J\ssociak members: They arc th~:. mc11!hcrs residing outside the prcrniscs of the 

organization. They bclic\:c in the philos(>phy of the organization. They are the 

individuals from the public or the community at large. Several social workers, · 

intellectuals, experts, professionals belong to this category. They had hclpcJ the 

organizational members in achicYing the organizational goals by providing their 

expert guidance, valuable assistance ir~ carrying out the different activities from 

time to time. The asso<.:iatc nH.:mbcrs arc consulted on all importarrl matters. 

Q General Body: It is comprised of the representatives rrorn ihe target segrncnt, the 

social workers and the representatives frorn different levels of the organization. 

·rhey hc:lp the organi;r.ation in setting or goals anc.J objectives, taking ~p new. 

programmes/activities, in problem solving and providing useful suggestions. 

c Executive Committee: ft is comprised of the President, Secretary, Manager cum 

Treasurer, Accountant, Assistant M;magcr and few (Dille) social workL:rs as 
. . 

rncrnbcrs, special invitees and technical adviser. lt is the chief functioning body. 

The approval of the executive committee is necessary in all important matters and 

srceially the challgc related issues. 

'3 The Secretary: He is the Chief functionary and the overall in charge of the 

organization. All important matters need to b~~ consulted with him. Those I~tattcrs 

that have a bearing on the organi:z.ali<Hi rcqurrc his approval. 
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Fig 4.15 Organization Structure of Shanti Sadhana Ashram 
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• The Manager: The adtninistrativc ami the liuaucial side of the organi/.ation me 

looked by him. All important matters need to be consulted with him. He closely 

monitors the progress of the di ffercnt activities and work of the organizational 

members. 

e The assistant manager: He assists the manager in \he. latter's work. 

o Volunteers: They render honorary service to the organization and perform those 

jobs which suit them the best. Nevertheless, the Secretary and the maiHtger help 

them t? choose a job by observing their aptitude. At the initial stage they are 

learners. Later, some of them arc retained by the organization or they voluntarily 

continue to work. Others leave the organization to set up their own ventures. 

0 Programme officer: he overviews the office administration and the various day to 

day activities of the organi:~.ation. 'I:hc oiTicc sta,ITs report to him. I k also helps the 
\ 

programme coordinator. 

o Prograrninc coordinator: his main joh is to prepare the projects and look after 

project planning, monitoring and control. He is the oftice coordinator or the 

projects. He is also responsible to give guidance to the project tl:ams. The 

Programme coordinator is also the 'Training in charge'. 

e Coordinators: There arc different coordinators under various projects. They work 

a,t the field level. Under them they have project st~ff and \vorkcrs. They perform 

work related to the particular project. 

Staffing 

Recruitment and Role fitness: 

Previously appointment was sought through advertisements m the newspapers. It 

created heavy rush leading to ditliculty in judging these people in a short sp<m or 

time. Now they are taking only those people whom they had closely observed. Jn fact 

for many jobs, even those where professionals ate needed, based on the background 

knowledge of the person (his total track record), his ·family, the person is inducted into 

the organization. They prefer to choose a person who can get adjusted to ~he 

organizational work culture, values and \'i:t)' · of living. Above all he must be 

trustworthy. Thus while selecting a person I(Jr a job the 'culture l~tctor· is given prime 

importance. Secondly, they would like to provide employment to such persons who 

are needy, have zeal to work together with them in achieving the organizational_ 

mission. They should be sincere and dedicated. When people come to the organization 
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seeking work, they are given thirty days to decide on tht.: kind of work they would like 

to take· up. After observing their aptitude, they are fitted into the job. The employers 

look· to n\e fuel that their people could be uti_lized in multiple works. 

Professional qualification is not sought for many jobs, as it has been observed that 

professional people do not stick for long .. Only in case of some jobs· related to 

projects, hospital, computer, professional people are taken. Dr. B. Baruah retired 
) 

professor of Botany, who is working in the mushroom unit and the doctor who is 

serving in their health unit are among the professionals whose services arc utilized by 

the organization. For inducting professionals, occasionally advertisements arc given 

and interviews ~e held. Background or personal checking is given much itnportance. 

Hence, workers are developed through trainin, and responsibilities arc ·entrusted to 

them by obst.:rving their aptitude. They also learn by expcri~:nct.:. I\ tl:w illustrations 

are cited below. 

11/w;tratiou: Prasanna Badan Barua is the present manager of .weaving unit. lie 

belonged to Dhemaji. He joined the organization as a grass root worker. From 'initial 

days his interest in weavii1g was observed. Though he moved. around many plac'cs 
. , I 

working for the organization, but he was given the responsibility of the weaving 

section. lie was further developed through training. and linally he was given the 

present responsibility. He excellently coordinated the work of different centers related 

to weaving. 

In contrast to that a professional was engaged as a consultant to prepare p~ojects. l-Ie 

was offered a salary, which was highest ever given to any employee. Later it was 

observed that he worked less for the organization and more for himself. l-Ie used the 

NGO's materials to serve his 'Self-interest. 

Champa was a schoolteacher but it was observed that she did riot fit into that job. She 

· was then shifted to the organizational head quarter in Guwahati and entrusted with the 

job of handling accounts. Her work is now satisfactory and she is happy. 

Role c/arily:Candidates are clarified about their job profile during interview. 

Subsequently alter joining, the job instructions arc given vnbally. Authority and 

responsibility related matters are made clear. Job description and job specification 

.exists only for the schoolteachers. 

215 



Leading/directing 

Leadership: The Secretary previously practiced 'free-rein' leadership, where he used 

his power very less and gave the subordinates a higher" degree of fn.:edom to set their 

goals and means of achieving them. But that was breached by a few individuals. 

Hence the top management gave some rethinking about the style of leadership that 

ought to be practiced. Today the leadership is democratic and participative, but within 

limits. Occisions in certain areas arc to be discussed/ consulted with ·the Secretary 

/manager prior to implementation. 

The leader is able to motivate the individuals by providing a favourable working 

climate, looking for their we.lfare and development (including competence and 

professional growth), giving encouragement and support for good perfom1ance, and 

providing opportunity for particip;qion in the management process. 

Cvmmunicativn: Communi~..:ation flow is top, to buqon1 when joh instr11ctions arc to 

be given or when certain official infonnation is to be intimated like some poli~..:y­

related work matter. Communication is bottom to up when the objectives/goals, action 

plans, suggestions, needs arc to be intimated to the higher authority. It is horizontal 

when there are departmental or project meetings. It is diagorial when different teams 

hold discussions or when they seck support from each other. 

Written communicatipn within the organization is almost non-existent, mostly it is 

verbal and in many cases it is infonnal. Only· in some cases like termination. 

appointment or giving instruction to field, preparmg project report . and 

communication wit'1 the outside agencies is in written fom1 .. Formal Communication 

gets reflected in the progress reports of projects. Verbal Communication is carried out 

by means or one to one interfaces, meetings. discussions, daily get together (ll.>r 

example, during 'Prayer time'). Everything is based. on mutual trust and 

understanding. Field Gommunication is also verbal. During field visits . the 

organizational members meet the field workers and inti1~1ate the work related matters 

verbally and in an infom1al manner, who in tum does the same an1ongst themselves.or 

with the volunteers. Ashramitcs have meetings both in the morning and evenings 

when they assemble lor )prayer. Stall meetings (departmental meeting) arc usually 

held on weekly basis. Executive Body meetings are held at the interval of three to four 

months. Qeneral body meeting is held usually on yearly basis or when the need arises. 
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"Cont,-ulling 

Monitoring and Evaluation: ·Proper monit<;:>ri'ng and evaluation ensure .proper 

execution of activities according to the set plans. It is done through direct supervision 

and regular feedback.· These arc as follows-

Individual and group goals (standards of pcrfonnancc) which an; set through 

discussions, and agreed upon by the jobholders, are monitored by the 

supervisors/team leaders through continuous obscrvatioi1 and holding w~ckly/monthly 

feedbac~ meetings participated by the tean1 members. Monthly progress reports of the 

projects arc required to be submitted to the top m·anagcment, which arc rc\;icwcd a11d 
! . . 

thenced for modifteation of work and the discrepancies are looked into. Accordingly 

action plan is formulated. 

Performance appraisal as a systematic procedure docs not exist. I Jsually performance 

is evaluated through observation amJ attaimm:nt of' group goals. 

Individual Dynamics 

Organization Culture: It is value based .. The organizational philosophy is based on 
,1 

Gandhian ideology, that is non- violence, love, honesty, compassion, voluntary work 

and self- sacrifice. Practicing Satyu (truthfulness), Prem (Love) and Karmu (work) is 

the main aim of the organization. The values that the individuals adhere arc aligned to 

the organizational values and culture. Care is taken by the top management to ?ricnt. 

the individuals towards 'the organizational culture. The work culture is hasc~ on trust, 

honesty, commitment, sincerity, motivation and dedication. Ashram believes in 

self1essness, simplicity and fruitful labour. People work from _early morning till night.· 

without anyone compelling them to do so. The newly joined members practice tl~is hy 

seeing others. ·There is no place for the lazy people. This work culture 'has tried to put 

the youths irito service. So the Ashram is huri1ming with different activities from 

morning till night. l-Iard \.v:ork, honesty, sincerity, simplicity, dedication towards work 

and faith on God are some of the core values that the organization emphasizes. 

Contribution of the individuals: Individuals in general have lot of contribution 

towards .the organization. The 'Ashran1itcs' dedicate their life long service to the 

organization. The present professionals arc committed to the organization. The retired 

people arc serving the organization as voluntary workers. All people working in the 

organizations are highly motivated. There is, a visibility of higher level of 

performance. Though no one has cmp~asizcu or laid rules regarding working hours, 
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the p~..:oph.: in .tlw organization (members. r~..:siding Ill the organizational premist.:s) 

devote their time from 5a.m till 9 p.m. towards organiza.tional work . . 
Conditions where people have hampered the work: The organization had a public 

relations officer. He was given a free hand to work. The authorities trusted him. He 

had his 'own office room. He was entrusted with the responsibility' of preparing 

projects for submitting to _the funding agencies. He was supposed to represent the 

organization before the sponsoring age.ncies and participate in the workshops. l3ut it 
. I 

was seen that in the absence of the authority (secretary '0 and the mariagcr), he was 

·mobilizing the individuals to join his NGO, which was registered in his name. He was 

actually carrying out all work for his NGO \Vithout the knO\vledge of the Secretary of 

Shanti Sadhna Ashram (SSA). He was doing activities; which was going against 

Shanti Sadhana Ashram. lie was imparting separate training to entrepreneurs ·in his 

rcsid~..:n<.:~..: privatdy; preparing and subn1itting projn:ls ror his own N( iO inst~.:ad oftlu.: 

organization for which he was supposed to work. Later he left his job in SSA along 
0 i . . 

with some other workers whom he was able to influence. This hqmpered the work of 
' 0 ' 

the SSA for a long time. 

• 0 

Critical conditions (illustrations) where the individuals have helped the organization: 

o · When the previous President expired, the then Secretary was not inclined to work. 

He did not even call a meeting for selection of a new President and a new hody. 

Ultimately the people from the general body and public called for a meeting and 

the new President was selected (Premkantu Mahuntu ). The imlividuals gave 

immense support durin~ this phase. 

o · At the initial stage when they had no road, no food, no muncy, life was very 

tough, but the indivi?uals stayed on working tot the organization bearing the 

inhospitable conditions. 

I~jluence and power: The opinion of all segm~nts revealed that no struggle for power 

and politics exist. No negative forces are apparently visible. Everyone re11ected 

positive thinking. 

Perception and altitudes of !he imlh·iduals: Individuals arc very positive about the 

organization, their leader, the superiors, and their peers. This is reflected when they 

speak very highly about the leadership, the good interpersonal 

conducive working atmosphcre/dinwte, the support received etc. 

relationship, the 
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Learning: There IS a· continuous emphasis on learning. The management tries to 

enhance the knowledge, skills and abilities of individuals through training. Though 

the numbers of profe_~sionals are limited, the individuals have picked up appropriate 

knowledge, skills related to theirwork through training and experience. 

Most of the people are aware of their goals and objectives. It has been observed that 

the people who are ·working for long in the organization are more aware of the goals 

and objectives than those who arc new. According to the office bearers. they have 

discussions on this issue. The new people are told about the o~g::mizational objectives 

during interview and when they join the 9rganization. 

Group Dynamics 

DUferenttypes l!{ f.!.roups : The di ffcrent types of groups arc tht: di ITercnt departmental 

/project groups, the executive committee, which constitute the hmnal group amJ tltc 

'Ashramitc' (missionaries) which is th~ inlorinal group. They have a collaborative 

climate where need to achieve good work and excellence is emphasized. Very cordial 

group and inter group relationship exists. People arc cooperative. People from one 

group help thcl other group and informal suggestions are provided whenever sought. 

No groups arc in connict. Sometimes linly minor con.Oicts arise over trivial matters. 

Remaining in harmony is o~e of their objectives. For contlict resolution they first try 

to solve it within the department. If they need further help to solve it. they seck advice 

and intervention of Hembhai and Swamiji. Inter-group. relations are very good. 

External support and recognition by others in the organization arc the significant 
' factors, which keep the ,members motivated. Several ideas come from members 

belonging to another team, like the need for adopting another approach to work. 'The 

tean1s are results driven. They know about their goals. They. arc cor.nmittcd but the 

professionalism aspect needs to be enhanced. They have a unified commitment and 

principled leadership. Thus, looking into these aspects the teams can be said to be 

high perfurinance teams to a greater extent. 

Cotitrihution l~(the partners: 

The target segment: The contribution of the target segment or the people is cnomHlliS. 

The organization is able to receive good will and sympathy of the people. People 

donate lai1ds to the NGO for establishing centres .. They join as missionaries. Large 
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number of people work as volunteers in activities like· building houses, flood relief 

etc. 

The :5ponsoring agencies: The funding agencies visit the organization from time to 

time for monitoring and giving suggestions. They provide advice on different 

activities and methodologies; help in training, awareness generation camps. land 

acquisition and building infrastructure etc. 

The supporting agencies: These agencies have helped them enormously in facilitating 

HRD and 00 initiatives of the organization. 

Contribution of the social workers: 

The s?cial workers help organize ac~ivities, contribute land, money, people etc., 

encourage the organizational members by getting themselves involved in the 

activities . . 
/he promoters: Th~: promot~:rs had tn.:mei1dous coni ri I.Htl ion towards hui ld i "I:'. up !Itt: 

orga·nization. They had laid down the vision .. mission and objt:ctives of the 

organization, and also the activities that are to be carried out for that purpose. They 

had dedicated their lives towards fulfilling the mission of the organization. 

Evolution of Change Management 

Changes undergone: The pace of changes taking place in the external environment is 

tried to be matched by an internal mechanism, for cxampk. adapting to new 

teclu1ology for organization, changing from typewriter to computer, handloom to 

mechanical weaving. 

_The organization had to frame different goals and objectives at different period of 

time. The evolution of organizational objectives is as follows. At the initial IL:vcl the 

main objective was spreading the mcssagt: of non-violence (universal peace and 

brotherhood) and imbibing spiritual feelings among the masses. Then their prime 

objective became eradication of povcrt.y through economic development of masses. 

Then.devclopment ofwon~en and their empowerment \·vas added as another objective. 

Education was next included as an objective. Subsequently in the next phase health 

was included as an objective. Now self-generation of funds is a top priority objective 

for SSA. 

New objectives are adde'd with time. The organization IS receptive to new ideas, 

which are conducive to attainment of organizational goals. When changes with 

regards to ohjcctives arc to be ri1adc, it is put in the organization's constitution, which 
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is later on amended. Need for new objectives come from_thc external environment. 

For exarrt.ple,, when. the worker membe~s visit the target segment or participate in 

regional or national level seminars, meetings and workshops or when they interact 

with difTerent NGOs and social workers within and outside the state or w·hen the 

funding agencies approach them to take up ·certain developmental 

activities/programmes. 

Need for restructuring Is not fClt, except that new positions arc ·created when new 

projects are. undertaken, new centres are opened or new technology is used. Usually 

old positions remain the s~e and get abolished only when the project comes to and 
. . 

end. For example, !he jobs of people involved with non-formal_ education. like the 

instructors, coordinators and workers were discontinued. These people have been 

shilled to otherjohs and given other responsibilities. In certain ca~;cs whc11 the activity 

or project has to be discontiriu~d because of its inli.:asibility, the jobs an: ahulishcd. 

An example is the naturopathy hospital that they had earlier set up on experimental._ 

basis, was closed down due to lack of a sui'table doctor. There is a scarcity of experts 

in this field. Initially there was a doctor from Kolkata, who was yery knowledgeable 

and was dedicated to his profession. The public too responded very positively to this 

type of therapy. Uut he had to leave due to personal reasons. Another doctor was · 
. I , . . 

appointed in his place. He started practicing privately and hence did not devote time 

to the organization's hospital. Gradually the flow of patients to the hospital reduced. 

Ultimatdy the doctor had to be terminateu anu the hospital closeu uown. All the jobs 

that were attached to the hospital were abolished. 

Changes needed: 

The members had cxpr~ssed the need for changes in the human resource policies of 

the organization, the need for gaining professional expertise and an effective training 

need. identification at present. In future the organization should focus on self­

generation of funds and self- sustenance. Thus change shou.ld consider this aspect. 

Some of the nqv activities that the organization need to focus arc, to develop 

community work specially in areas ~ike Dhakuakhana , Dimaria , Sibsagar and to 

develop women in the above areas through modern methods of weaving. The 

or-ganization should bring in economic empowerment of the target group by involving 

them in food processing horticulture, t'arming (specially using seeds of' some 
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traditional items) and subscqucntiy training· them. The organization can take up self­

sustenance linked activities, like production of herbal medicines. It should establish a 

centre on yoga, .and a college on naturopathy. This could lead to establishment of an 

'Alternative Education System' up to higher level, so that the poor stuoents can get 

benefited. Further, the organization should focus 'on gaining .more and more public 

cooperation. 

OD process and interventions 

The abov~ aspect can be discussed in the following steps. 

o .TizeDiagnostic component: Continuous collection of data about the total system, 

its sub-units, its processes and its' culture is emphasized by the organization. Effort is 

also given to find out the oiscrepancy between the current ~ituation and the desired 

state. The dillcrcnt diagnostic t:irgcts considcn::d, thc 1ssucs ami intcrvcntions arc 

depicted in table 4.12. 

Table 4.12: Diagnosing Organizational Subs);stcms of SSA 

.------------..------------------,·--~------· 

Targets Issues I ntcn·cnt ions 

The total organization, The organizational VISion, mission, Diagnostic 

comprising of, objectives/goals, policies,· norms, the meetings like the 

a) All people belonging to activities/programmes, work climate, <.lencral Body 

the organization. culture; the etTectiveness of the key meetings, 

b) In addition to above, the organizational process fun.ction, 9rganizational 

organi:t.ational members organizational performance; the problems meetings involving 

from the external and the ways to solve them; analysis of everyone, SWOT 

environment (e.g. The the environment; the need for change and analysis, Role 

associatc<.J.membcrs) the most suitable approach to manage it; analysis. 

the strcngti'Js, weaknesses, opportunities 

and threats faced by the organization; the 

role profiles of the individuals; the 

con.wwnication process: matters related to 

the funding agencies. supportii1g agencies. 

the target segment. competitors/other 

NGOs etc. 

Homogeneous subsystems, Strei1gths, weaknesses. opportunities. Group ·meetings 

comprising of- threats of the groups and the strategies to like statT 

a) The formal work groups respond to these; problc!.n diagnosis and meetings, li.mnal 
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like the different 

departmental teams, 

projec~ teams. 

b) The informal group like 

the 'Ashramites'. 

Dyat.ls 

These comprise of-

solving; team cflcctivencss: work related 

tssucs I ike task analysis, working 

methodology; planning (including goal 

setting), monitoring and evaluation 

systems; need analysis of the team and the 

team members; 'conn ict resolution: 

resource utilization, assessing skills and 

abilities of the team members and the 

need for training and development; 

communication system, decision-making 

process etc. 

group meetings for 

self-diagnosis, 

SWOT analysis. 

Quality of superior-subordinate or peer a) Meetings 

relationship, coliahoration/suppor1. ski Its. he tween the 

a) SUJH.:riur/ subordinate work related issues like divisio11 .,,. work. Sn:retary and 

pairs. duties and responsibilities, role clarity, the Manager or 

the group 

leader. 

b) Interdependent peers planning, discrepancies, c01iflicts etc. 

c) Persons who have 

multiple group 

memberships .. 

Individuals 

Between /among 

organization systems 

(constituting a suprasystcm) 

like; the sponsoring and the 

supporting agenctes, the 

target segment/community. 

b) Interfaces of 

two 

individuals. 

Individual performance, problems faced, Interviews, 

work standards and norms adhered, level information from 

of knowledge, skills, abilities, career diagnostic 

development, role e larity, learning. etc. ·meetings. problems 

identified by the 

authorities, self­

. assessment 

exercises like 

SWOT analysis, 

role analysis. 

Issues related to funding, organizational Discussions, 

development and change, environmental meetings, 

scanning, needs of the target segment, interhtccs, 

strategies related to attainment of Padyatras. 

objectives. 

and 
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The above interventions help the organization· in the diagnosis process and initiate 

action planning. 

Environmental analysis: An effort is made by the organization to evaluate activities 

taking account of its outcome and need for change in organizational poli.cies and 
. . . 

management practices, but not its mission, objectives at present. Constant interaction 

with the external environment reveals the need for change. This helps to take 

proactive steps. 

o Action Planning Component: The results of-diagnosis pave the way for action 

planning. It consists of the activities and iill~rvcntions, which arc designed to improve 
I . , 

the organization's functioning. These interventions address issues at the individual, 

group, inter-group, or organizational level. Activity planning has been discussed at 

length ·in previous pages under the head, 'Planning'. 

0 Programme mtllltlgemenl ('OIIIf'OIIt!ll(: It !akl:s can: or IJlallaging I he (,) 

programmes and sustaining the momentum of change or stabilizing change. In this 

effort the organization tries to involve people in action pl~ning and its 
I 

implementation. Emphasis IS g1ven on getting regular feedbacks through 

meetings/interfaces and progress reports, where they try to look for deviations from 

the plans or the desired state or whether they could effectively solve the problem/ take 

care of the opportw1ity or threat. 

'Padyatras' are conducted to bring change m the mindsei of the target segment. 

Regular discussions and interactions are held to bring change in the mindset of people 

ih the organization. Adapting to professionalism is an important change effort. 

Though the secretary and the manager are spirituar leaders who are supposed to spend · 

considerable time in religious activities, but they think and act like professionals. The 

Secretary even undertook a course on management in abroad. 

' If some new things are to be brought about, the matter is discussed during staff 

meetings. Changes are both proactive and reactive. An exan1ple of ~eing.proactive is 

their focus on self-generation of funds, and hence now their projects are in line· with 

this. An example· of being rca~tive is adoption ·of 'new technology.· Regular 

monitoring, supervision and feedback look into propcr iti1pkmcntation and sustcnancc 

of change process. 

I 

Some change rclatcd issues an~ thcir management can he discussed in this .contcxt. 
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l.lssue related to the change in the objectives or addition of new objective: 

Diagnosis: The new objectives were undertaken· in order to fulfill the needs of the 

target segment. These are diagnosed through interactions with the target segment 
I 

I , 

during Padyatra, General body ITieeting and feedbackprovided by the field workers. 

Aclion planning: The need for change related to the above is discussed both in the 

formal group as well as informal group meetings and accordingly action planning is 

carried out. At this stage, efforts are given to explore the ways and means to fulfill the 

new objectives. Thus there arise need for taking up new activities. Subsequently 

action planning in this direction is done, for example, preparing new project proposals 

to be placed before the funding agencies. This is carried out with the support of the 

executive body, the top management and especially with the inputs of the programme . . 

officer, the. programme coordinator and any other cornpetent person in the 

organization. 

linplemen(alion: The activities that· have been sponsored are taken up tor 

implementation. A project team is· made under a project coordinator. Further action 

plan is formulated by this team under the supervision of the prograinme coordinator 

for example periodic targets are set, skills enhancement plan, materials procurement 

plan are IT)-ade b~ them. These are intimated to the top management. 

Moniloring, conlrol and slahilizalion: EITcctivc monitoring and control is ensured 

through supervision, regular feedbacks and periodic progr~ss reports. Effort is made 

that the. activity is continued even in the absence of sponsorship. 

2. Change issue related to the organization's focus on self-generation of funds: 

The 00 process here is also similar to the above, bnly in this case more emphasis is 

given on brain storming at various levels to reach a decision regarding the di flcrcnt 

suitable ways. of fulfilling the above need. Further ·as it is about ge~1erating the 

necessary funds themselves, the question of preparing project proposals does not 

arise. Rather the most effective usc of the organization's resources is stressed in the 

action planning process. 

3. Solving of non- routine Problem: 
. ' 

· llluslralionl: Problem regarding an office staff I employer cheating !he organization 

(which has been cited earlier). 

Diagnosis o/ I he problem: When the· supporting agencies denied .getting any report 

from the organization, the authority started looking for the reasons. They questioned 

everyone in the organization in orde.r to; diagnose the exact cause of the prvblcm. 
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People were. enquired both individually and in groups. StafT meetings were held to 

find out since when t~e misconduct was practiced. Meanwh~Ie. when the cause of the 

problem was unearthed, the concerned person left the organization. with a group of 

employees . 

. Action planning: The Secretary, Manager and Coordinators/Supervisors .sat together 

to examine the issue, and held organization wide meetings with the employees in the 

Ashram. They also discussed the ways and means to solve the problem and get back 

to the earlier state ofwork with a handful ofstafT 

Implementation: The staff and members gav~ their total will and support to work for 

the org<mization to regain its· image and the high level of performance. All the 

members were very much united on this matter I their stand. They resumed additional 

responsibilities and worked hard to get back the lost reputation. This c;arried on well 

with the new stall: who were told about the misconduct and were l"mthn instrucll:d 

that such wrong deed should not be committed in future by anyone. 

lflustralion 2: The proplem related to the nature cure doctor, who was cheating them. 

Diag1iosis of the problem: This was carried out when the nature cure niedical centre 

was not producing positive results and led to a decline in inflow of the patients. They 

diagnosed the issue by taking the feedback and observation of the organizational 

members. 

A <:lion plan was framed through discussi~ms with the 'Ashramitcs' and staff 

Discussions were also held in the executive and general body meetings. The hospital 

had to be dosed down. Resolution was taken in the gen_eral body to tem1inate the 

doctor. 

Jmpleme~lation: The action plan (that is job tennination) was implemented hy passing 

a n:solution ·in the general body meeting and thereafter the concerned person was 

confronted. 

The role and influence of individual and group dynamics was very positive in the 

above cases. Everyone thought for the well being of, the organization and was united 

in their stand. They were not receptive to change. The employees pledged to work 

hard together and all of them contributed a lot in th~ OD process viz. diagnosis, action 

planning and implementation phases~ They retlected dynat11ism. 

Success. and failwes of the OD process: The action. planning has been more 

succ~ssful thatl failures. Only in case of the above cited example· of the 'nature cure 

Lloctor' though·thcy had tcm1inatcd the problem by firing the doctor, but tlic hospital 
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!~ad to be closed down .. This cannot be called a successful strategy. They co~ld have 

solved the problem in a better way. 

Major strengths and weaknesses of the OD process: The major strength of the 00 

process of the organization is its participative nature, where people both from within 

the organization and outside namely, the target segment, the' sponsoring agencies, the 

supporting agencies and the society in the greater context are involved. The 

organizational members are greatly involved in the diagnosis, action planning and 

implementation phases. The major weaknesses are, lack of an expert facilitator in the 

OD process and the delay in conducting the process. 

OD activities: The supporting agencies, promoters, social workers, govenunent 

agencies and other NGOs contribute to the Organization Development mission by 

rendering help towards bringing change in .the mindset of the target people by 

assisting the organization in awareness drivt:, ami cncouraging thcttt to takc up ucw 

activities (for exan1ple, socio-economic activities etc). They help the organization in 

t.he awareness campaigns on peace /non-violence, health and hygiene, spirituality and 

spreading the message to build up a society free of drugs, ·alcohol etc. They try to 

encourage the generation of self-sustenance activities, taking up new activities, skill· 

enhancement, imbibing. professionalism at work etc. They insist the organization to 

·make their people participate in workshops and seminars. They also provide funds for 

these purposes. 

The different OD activities carried out are, 

o Training for schoolteachers is arranged m collaboration with Vikram Shaila 

Education Research Society in Kolkatta. Supervisors from the above trust visit the 

organizational centres and train the individuals in tca_ching methodology and 

design of learning materials. This is done by organizing 'workshops' for the 

schoolteachers. 

o Vivckahanda Kendra conducts regular training programmes for the NGOs, which 

is participated by working members. The trainers use-lecture method and practical 

demonstrations to enhance the knowledge levels of the trainees. 

• The orga~1ization conducts va.rious programmes on. education, and income 

generation. These are ~1ostly arranged in the premises of the organization. These 

are participated both by the organizational "members and the target segment. 

· Experts use both lecture method and practical demonstration to impart training. 
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• Every year ten days awareness generation programme for women is conducted, 

which is sponsored by social welfare board on issues like health, education, and 
' ' 

income generation every year. The organizational members also participate in this 

programme. The trainers use lecture method and drama (enacting plays) for this 

purpose. 

o Training in Mushroom production is organized m collaboration with SIRD. 

Mostly practical demonstration is used. 

• Workers are trained in· food processing. Practical demonstration 1s used as the 

· training methodology. 

o Government agencies also conduct training programmes on Sericulture in 

Administrative Staff College .. Classroom training by experts is used as a training 

methodology. 

Otl~cr OU uctivitics 

• Meetings - monthly project /department meetings are held, which are also 

attended by the Secretary and the manager. 

o Special meetings- for particular jobs like relief-work workshops are conducted 

where all the departments get together to discuss the particular issue and carry out 

action planning. 

• .Meetings related to new programs (to be taken up by the organization) arc held. 

For this purpose, concerned people for e.g. the Secretary, Managers, Executive 

· Mem~ers, 'Project Coordinators /Supervisors sit together and discuss the matter 

first. Then the same is discussed with the field workers. The views are added or 

modified after discussion with the Secretary and the Manager. 

• A short induction session is held where the new members are told about the goals 

and objectives of the organization. 

o Team building activities ·are conducted within the teams. External /funding 

agencies .like EZE German through VHA (another NGO) impart team building 

· activities regarding health programme implementation. 

• SWOT analysis is carried out through discussions and receiving opinions from 

mem_bers and project coordinators. 
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SWOT Analysis 

The table 4.13 highlights the different ~trengths. w-eaknesses. opportunities and threats 

from Change Management from 00 perspective. 

Table 4.13: SWOT Analysis of SSA 

The Strengths · The Weaknesses 

. • . The organization consists of highly , committed • 
individuals as wo,rkers. 

o· A ver:r good interpersonal relationship amongst its 
members is reflected, which is conflict free. People in • 
general and groups in particular work in cooperation. · 

• Presence of the Ashramites- the missionaries, who 
have dedicated their life for the cause of· the 

• 

0 

• 

• 
• 

organization is one of the major strengths. 
Peoples participation in objective setting and planning 
of activities. · 
The organi'!.ation focuses on planning. -monitoring and 

evaluation oLidivilics. 

Familial relationship with the workers and the 
members. 
The teams are·rcsult driven. 
Presence of a training coordinator is a positive aspect 

for Organizational Development 

• Culture driven approach while selecting employees for 

jobs. 

• It has the goodwill of the sponsonng and the 
supporting agencies. 

• It has amicable relationship with the target segment. ·. 
• lt had built an organizational structure with strung 

ethical values. 
o Change efforts both proactive and reactive, which are 

undertaken by the organization. • 
• Developing certain core competencies. 

• 

• 

• 

No systematic method 
exists fur environmental 
scannmg. 
No Job Description or 
Job Spcci!ication exists 
except for the post of 
'schoolteacher'. 
Perfunn'ance appraisal as 
a systematic procedure 
docs not exist. 
The Scnt·lary IS 1111ahk 
lo devote 11111d1 li111c lo 

take care of the 
organizational activities 
and office administration. 
No systematic procedure 
exists to - find out the 
training needs. 

The Opportunities The Threats 

• 

• 

0 

0 

The good reputation that the organization has IS a • 
competitive advantage. 
Their good relationship with the funding and 
supporting agencies can help them ih getting funds 
and Organizational Development rebted assistance. 
The good relationship with the target segment can help 
in gaining the latter's acceptance and support in the 
organizationalactivities. , 
A conflict_ free work team, which ts committed and 

• 

Lack of adequate 

professionalism at 

different levels, which at 

times mi.ght push the 

organization into trouble 

A large number of NGOs 
and some govcmment 
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motivated, can be easily lead towards objectives and is . ' 

less likely to resist change. 

Conclusion 

• ' ,. 

agencies that ar.e 
focussing the same· set of 

, target scgrm:11t. 
Dying out . of a project 

due to discontinuance of 

funding. 

Shanti Sadhana Ashram is one of ~he very few NGOs in the region, "which has 

successfully amalgamated the old and the new, the traditional and the modem, 

religion and work, the young and the old. The result pf this has taken the organization 

to new heights. It is not only able to serve its target segment and bring a dmnge in 

their mindset but empowered them towards improving their life and continuing with. 

the activities initiated hy the N< i< ). Thus even when funding of the pruj~.:ds cca:;~.:s, 
. . . 

the work is continued. SSA is also able to fultill the expectations of it~ stakeholders. 

The NGO has a wide network with other· NGOs, and supporting ·and sponsoring 

agencies.· It is able to sustain a value based work culture. This aspect is taken utmost 

care while inducting new people. Its people are its strength. On the other side the 

organization is not very successful in utilizing qualified professionals. Still scope of 

imbibing professionalism in their work, plans and approaches exist. This will help 

' them manage change in a more systematic way. 
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TEZPUR DISTRICT MAHILA SAMITY 

Organization profile 

Origin: In the year1921 father of the nation, Mahatma Gandhi visited Tezpur. He 

wanted the women of Assam to get empowered, be self-su~icient and be a part of the 

freedom struggle by carrying out productive and community work. l-Ie desired that an 

organization of women be formed for that purpose that would mobilize women 

towards this noble cause. On the occasion of this visit of Gandhiji to Tezpur, Tezpur 

Mahila Samity was' born. Late Smti Kironmoyce Agarwala and late Padmashrce 

Chandraprabha Saiklani· took the initiatives to organize a gathering of thirty women, 

who were addressed by Gandhiji regarding the freedom strug~le and indigenous 

work. He encouraged them to take up pru~uctivc work like textiles, agriculture, and 

fooJ products tD make themselves sdf-sunicicllt a11d work al:'-aillst opi11111. In tllill 

meeting Smti Kironmoyee Agarwala was made the President and Smti 

Chandrapraphabha Saikiani, the Secretary. Gandhiji gave them valuable advice and 

suggestions towards working of the newly formed Samity. 

Area of operation: At present the area of operation is comprised of whole of 

Sonitpur District and parts of Darrang and Lakhimpur Districts. 

Vision: The vision of TDMS is to realize the dream of a self-reliant society through 

:women. 

Mission: Th~ mission of TOMS-is to re~dcr all forms of education to women living in 
! . 

Sonitpur, irrespective of caste ot creed, and making them competent and active - I . 
citizens of the society. 

Objectives: The objectives ofTDMS are to-

l. Impart education to the rural people living in a community. 

2. Help women in distress. 

3. Promote child education. 

4.Bring development of the country 

S .. Eradicate superstitious _beliefs and ideas from people. 

6.Raise social and moral awareness among women. 

r Though new organizational objectives· have been added but now their scope of 

activity has broadened and instead of the term women they usc. the term community. 
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l)ifkn:nl objectives arc set li11· ditfcn:nl projects. \vhid1 an.: aligned to the 

organizational objccti vcs. 

Activities: The activities of the organization are presented below. 

Table 4.14: Activities of TOMS 

Sector Name of the Sponsoring Description of work 

Programme agency 
I--------I--------+---'------1----------··------···--·--·-

a. wcavmg • Training 

cum 
.. 

production 

centre 

. . (TCP) 

• Rural 

wcavmg 

project 

b. Handicraft 

0xfam India 

IHiVN 

Self 

State · 

Government 

; 

Sales of output through TOMS 

counter and exhibitions. 

Weaving and selling the output 

through direct marketing hy the..: 

weavers. 

Imparting training and producing 

items related to tailoring and 

machine embroidery. 
~~----+---------+-~~-----4-------------------

Jutc Fabric and National Centre Under this project women arc c. Jute 

d. Food 

e. Education 

Durries Project for Jute trained in a batch for six months to 

J\nmipuma 

• Shishu 

Bharoti 

School 

Diversification 

self 

prepare· jute fabric based items. 

The outputs are sold through 

Samity's sales counter and· 

exhibitions. 

J\nnapurna indudc catering of 

food and selling of food products 

prepared by the houscwi vcs 

through TOMS sales counter and 

exhibitions. 

· Various agencies Under this programme. pnmary 

school facility IS provided to 

children from low-income group. 
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f. Ecdnomic 

• Sarva 

Shiksha 

. Abhijan 

Sarva Shiksha 
Ahhijan Mission 
(education 
department, 
Government of 
Assam) 

Awareness programmes arc carried 

out to e1u.:uuragc the commu11ity to 

send their children to school. 

Schooling facilities arc provided to 

the deprived children and the 

school dropouts. 

Mahila Sanchay National Credit Under this programme steps are 

Bharal (Thrift Fund/ Rashtriya taken to facilitate socio-economic 

and Credit Mahila 

Progranune) SAKSHl 

Kush, empowerment of rural women 

through a thri·n and credit 

programme called 'Mahila 

Sanchay Samahay', · which was 

later renamed as 'Mahila Sarichay 

Bharal'(MSB). The function of 

MSB is. to create savings and loan 

disbursement. 

Ohjeclives o(lhe credil unil 

Lon!!. lam: To ra1sc women of 

weaker section in~o autonomous 

and bankable individuals and thus 

generate a change in their status, 

leading to their progress and 

ultimately the progress of the 

family and the cummuriity. 

Shari Term: Through · MSB, the 

money · raised by women 

themselves would be made 

available to them as loans for 

mcome generation activities and 

asset creation in their names and 

thus would minimize the power of 

money lenders. 
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g. Legal l,.,egal Aid Cell Global ·fund for In this pn~ject, locul magistrutcs 

Women 

(America), 

Canapian 

International 

were involved to impart 

knowledge to women cf Primary 

. Mahila- Sw~1ity on legal 1ssucs. 

Literatures on legal aid were 

Development transluted to local diukct. Cast.:s ol' 

Agencies . . domestic violence were handled. 

(CIDA). Coordination with the district 

~idministration (agciH.:y) was 

carried out on matters of legal 

importance. 

Ohjcctivc <£ti.1e l~g;!l_<.t_i.~Lc~ll 

Spreading kgal literacy amongst 

govemmeJlt officials, police, 

academia, media and public 

through legal awareness 

workshops, rural meetings, group 

disct1ssions and providing 

information through media 1s its 

prime objective. 

h. Health and • Health Unit National Under this, health centre~ are being 

run, which provide pnmary 

medical care to the target people. 

hygiene 

i)HRD 

• Low Cost 
Latrine 

Training 

Foundation of 
India, 
Government 
agencies. 

CAP ART 
The project involved, construction 

of latrines, building up awareness 

on appropriate sanitation measures 

. and imparting training to village 

youths for becoming masons. 

This sector has been discussed 111 

details under the OD activities. 



Impact of Mahila Sanchay Bharal (MSB) towards the individual. family and 

community: 

• Us~: of money and its management has given a tremendous sense of self­

satisfaction and a boost tq woman's confidence. 

o Creation of productive assets of the members viz. looms, cat~le, poultry, land, are 

signs of economic development. 

• It has brought. wellbeing of the household in general and a helping hand to the 

family and specially made education ~fthc children possible. 

o It brought change in attitude of the men towards the womenfolk. 

o Education of the illiterate women was a byproduct of this programme, which 

made it . possible for her to handle money and manage financial and other 

operational aspects of Self- Help- Groups (SHGs). 

• MSB mcc~ings arc forum of social intcrm:tions and discussions, ami sh<~ring of 

their mutual problems. 

• Empowerment and awakening of the rural women. 

Partner's Profile 

Employees: The number of Permanent workiryg people is. ten, namely, one Office 

Assistant, one Peon, one Cleaner, six School Staff and one Accountant. Most of the . . . 

individuals who get remuneration arc under prujccts. They arc, Credit Unit/Uank 

(coordinators) -Two persons, Legal aid cell (coordinators) - Two persons,Training 

·cum production centre- Twenty Five persons (One coordinator and Twenty Four 
',• . 

weavers), A'rnapuma stall - One sales woman, Cooperative (Sipini Bharal) - Two 

coordinators, Embroidery and cutting - Two trainers, Jute unit - one coordinator, 

Reproductive and Child Health (RCH)- Two Coordinators, Gender sensitization and 

RCH (FORD Foundation)- one Coordinator and eight Project workers, Sarva Shiksha 

Abhijan (SSA)- Three Project workers, and two Health workers. 

The total number of paid employees. is sixty. Apart fn:_>m that there are thousands of 

~onorary workers in TDMS. 

Target Segment: The . rural community and especially the rural poor and 

disadvantaged women constitute its 'primary target segm_ent'. The Primary Mahila 

Samilies, which also includes the Target Segment, make the base of the organization. 

This. makes the need assessment of Target Group easier. TDMS is a grassroots 

organization and hence the relationship with the target segment is very good. 

235 



Sponsorin~ A~cncics: Some of the· funding ngem:1es urc. OXF/\M (/\mcrica). 

OXFA.M India Trust, RGVN, Global fu~d Jor Women (Amt:rica) , Canadian 

International development agency (CIDA), Indo German Social Service Society 

(IGSSS), National Foundation of India, Centre for Appropriate Rural technology 

(CAP ART), FORD foundation, NORAD etc. Fund are also received as-

• Subscriptions: Membership fees from primary committees, Working Committee 

Members, Registration Fees etc. 

• Donations : from generous persons, Philanthropists. 

o I ,o~ms/grants from government and non- government organizations. 

o Loans from banks, if necessary. 

Supporting Agencies: Some of their supporting agencies are lOSS, RGVN. Thrift 

Coope~ative association (TCA)- llydcrahad. Cooperative 'Development Foundation 

Hyderabad, CIDA, FORO Foundation, North East Network. Voluntary llcalth 

Association of Assam etc. TOMS has also. developed linkages with organization like 

SAKSHI, Indian Social Institute, Mulitple Research Group (MARG) all based in 

Delhi. They help TOMS in institution bui.lding, arrange for training programmes for 

upgradation of various skills of the indiv\duals, provide guidance in fonnulating 

projects and carrying out activities, problem solving, bringing change etc. 

Social workers: Many eminent citizens' from Tczpur and its area of operation arc 

involved as social workers. They act as honorary members or provide external support 

to TDMS whenever required. The experience and knowledge of tHese. people are 

valuable for the organization. 

~romoters: Mahatma Oandhi, Chandraprabha. Sakiani and Kironmoyee Agarwala · 

can be named as the Promoters of this NGO. 

Management Process: An overview 

Planning 

Goal selling: The dificrent Oepartments or Project Groups set their own goals through 

discussions within themselves. For this the resource and infrastructure availability is 

considered. The President and the Organizing secretary are consulted while setting the 

goals. 

Planning (~/activities: Planning is carried out hoth verhally and in written l(mn within 

the project tellin at first, ~nd then at the organizational level. Financial statements arc 
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prepared by each· unit/group OI:I monthly basis. Planning is also carried by the TOMS 

members with SI-IGs, primary workers and health workers. Sometimes planning is 

carried out along with the . supporting agencies like FORO Foundation, National 

Foundation etc. 

Organizing: The Organization structure of TOMS is depicted below .. 

Gen;ral Body . 

ExccutiJe Committee 

I 
p 'd re I ent 

Coordinators of different departments and projects. 
I . 

Worker 
1 

Statf . 

Fig. 4.16 Organization Structure of TUMS 

Primary C~mmittee I Samity I Association 

Elect members 

Select 

Executive Committe~ of TOMS 

-- President 

-- Working President 

-- Sccrciary (if necessary, a Joint Secretary) 

-- Office Secretary 

-- Organizing Secretary 

to appoint as 

Fig.4.17: Association of Primary Committee with ·organization Structu.rc ~f TDMS 
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a) . All women folk of eighteen years or above, irrespective of caste or creed and 

religion can be a member by paying Rupees twenty. Primary Associations can. 

become members of Tezpur District Mahila Samity by paying a fee of Rupees 

twenty and registration fees of Rupees_ thirty. For li.Jrming Primary 

Cornmittees/Samity, an association of fifty members is required. These s'amities fonn . 

the foundation of TDMS. '_~'hey arc on~s \vho carry out or implement the activities at 

the grassroots or target group level.. In this endeavour they are guided by TD,Ms 

members. 

Re.\jJOnsihility l?( J>rimwy Samity: 

o Management and running of day to day work in their locality. 

• Keeping accounts of funds collected and maintaining a book for recording inconH.: 

and. day to day expenditure. 

• Preparing report for thcir annual gencral nH.:ding with full dc.scription of their 

work. 

o Electing their representatives. 

b) The District Representatives are the elected members of the Primary Mahila 

. Saq1ities. They join the annual general meeting as representative of the Primary 

Mahila Samities. The District Representatives select the ·Executive Committee 

members. lt is necessary to gain their acceptance on group goals. 

c) Executive Committee decides on all urgent problems and overlooks the· 

functioning of the organization. The approval of Executive Committeee is · 

essential on matters detrimental· to the effective functioning of the organization. 

Apart from the President, it comprises of the W~)fking President, the Secretary, an 

onicc Secretary and an Organizing Secretary. ·1.·hcsc members assist the l'rcsident 

in the organizational work. 

d) The President is the chief functionary. The organization functions under her 

leadership. Though power and authority arc dclcga~cd to the subordinates, she has 

to be consulted while taking decisions. 

e) The Coordinators are overall in charge of the organization. They are responsible 

for carrying out action planning, implementation. monitoring :.md evaluation of 

work along with their teams. The project staff and workers report to them. They 

report to the President. 
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f) . The workers carry out work at the grassroots level. 

g) TOMS has limited olllcial stall'. Mostly the stafT is attached to the Projects. Their 

main job is to provid.e assistance in work. 

( Si\KSIII. RGVN & OTIIER FUNIJIN(j 

AGENCIES) 

COMMITTEE WITH 

PRESIDI~NT. SECIU·TARY 

& BOOK KEEPER (GROUPS 

GENERAL 'BODY OF MSB I 

FIELD TEAM 
1-----i 

OFTDMS 

COMMITr -E WITH 

· PRESIDENT & SECRETARY 

. PRIMARY RURAL MAl-liLA SAMITY 

ONE SUB GROUP OF 

5 I 10 MEMBERS 

VILLAGE WOMEN 

Fig. 4.18: Organization Structure ofTOMS in relation to Mahila Sanchay Bharal (MSD) 
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• The advisory body provide's guidaricc to TDMS regarding operation ami 

management of MSB. 

• Th_t; lido team of TOMS, which is entrusted with the respoilsibility of the credit 

unit, helps the Target Group to form the credit groups. 

o For each village there is one large credit group. 

o The field team of TDMS assists the groups in constituting the committee with a 

President, Secretary and a Book Keeper. The President is the Chief Functionary of the 

SHG, who is assisted by the Secretary. The Book Keeper keeps record of the 

monetary transactions and accounts. 

o for each village a general body of MSB is constituted. 

• A sub- group of 5/ l 0 members is ·constituted to help the comrnittec 111 

administrative work like following up the attcnd<mce of members, payment of money 

etc. A group leader is m~de fur that purpose. 

Staffing: The organization has a total number of sixty paid employees of which ten 

are pennanent. Many of the working members are honorary. The detailed description 
! 

has been presented in previous pages in this c!lapter. 

Employee recruitment and selection: The organization does not recruit people through 

advertisements in media; rather it relies on the references of their members. Before 

absorbing them into the~ organization they arc interviewed to judge their skills and 
I 

capabilities in order to assess their job fitness, and also to see whether their mindsct 

match the culture. ofTDMS. Efforts are also made to develop the skills and abilities of 

the organizational members through training. 

Role clarity: Role clarity exists, especially in projects, but sometimes the ·individuals 

fail to carry out their role properly. No written Job description or Job Specification 

exists.· 

Directing/leading 

Leadership:· Leadership style is democratic, but advice of the president is taken on all 

important matters. Further the decision-making is mostly carried out by discussions 
' 

amongst three people, the President, the General Secretary and the Organizing 

secretary. The President is the greatest motivating force in the organization. She is 

able to motivate the members through her knowlcdgl.·. rightful guidann:. anlicahk 

behaviour, manifestation of her own dedication towards work and ability to solve 

problems or get over crisis. She is the role model and inspiration tor everyone in the 
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organization. Thus she is. able to carry out her responsibilit); of directing or lending in 

a good manner, gaining support from everybody. TDMS also tries to motivate its 
' 

members by giving awards to the best weavers and Jour prizes to the bl:st Primary 

Mahila Samities on. yearly basis. Motivational meetings are held for . the 

organizationid m~mbers <.JS well as for the target group. 

·Communication: The communication within the organization is totally ini(Jrmal .and 

mostly verbal. The verbal forms arc the routine discussions, Monthly Review 

Meetings, Weekly Project Meetings, Executive Committee Meetin~s and the General 

Body Meeting. Wrillen Communication is carried out while corresponding with 

. agencies and ind.ividuals outside the organization and while giving appointments. · 

Letters arc used, for these purposes. Communication patterns in TDMS arc top to 

bottom, bottom to up, diagonal and all channels. As it is informal and vcrhar, the 

above forn1s'are utilized for the sm;1c. 

ConCrullin~ 

Evuluation wid Monitoring· ofl.Jctivities: It 1s made mandatory by the sponsors. 

Feedback is taken from the coordinators m the organizational meetings. The 

coordinators pay ·field visits and oversee the work carried out. Monthly Project 

meetings and Weekly Project Feedb~ck Meetings arc held. Nowadays they need to 

send Project Progress Report to the funding agencies. This study revealed that there is 

a scope li.lr adopting a more s~'stematic evaluation to enhance d'll:ctiwm:ss of this 

process and to look for change: Performance appraisal system is Jacking. 

Individual Dynamics 

Organization Clilture: A friendly and familial atmosphere exists in the organizatiori, . 
with the junior members showing respect to the elders. The President is a motherly 

figure who showers love and affection to others. The organizational values arc trust, 

commitment, dedication to work, service to the needy and voluntary work to\vards 

development. The working environment is good and a collaborative climate IS 

prevalent. Thl: organization is a huh of activities and hcn<.:c n:llccts dynamism. 

Contribution by individual members is·enom1ous. There are only a handful of paid 

employees. Most of the work is done on honorary basis. If some pe<Jple rc<.:cive 

honorarium for the work done, it is donated back to the ors_~mization. All members are 

·dedicated towards the mission of the organization and in doing group \vork. If need 

arises, they come forward to take multiple responsibilities. From P.rimary Mahila 
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Samity to the District Mahila Samity participation in activities of the organization is 

the key feature. 

·Fell' illustrations arc cited bdow\ 

The President M·rs.- Meerya Agarwala conducts the work of TOMS with utd1ost 

dedication. She .single handedly as well as along with the group memhers has a lot of 

· contributi<;>n towards the organization. TDMS at its present stage to a greater extent is . ' 

an ou.tcome of her effort. She has not accepted any remuneration from TDMS 

throu.ghout her. life. Much of the credit for arranging project funds and giving the 

professional thinking goes to Ms.· Monisha lkhl, who was the coordinator of TOMS. 

She is now working with another reputed NGO nan1cd North East Network (NEN). 
I 

Ms. Meenaskshi Bhuyan. tl~c Organizing sccrctary is vcry much dedicated and . . . ' . 
committed towards the work of TDMS. She donates hack the remuneration she 

receives in various projects to the organization. In many cases she' has donated her 

personal money to the organization. She has given the modern oullook lo lhc 

organization. She is the force behi!ld the Organization Development Programmes. She 

herself has un~ergone numerous such programmes and imparted the same to others. 

She represents the next generation of people (though she is sixty plus in age) m 

TOMS. 

Under critical conditipns individuals have always helped the organization. They have 
i 

done so by their selfless work. Nobody had tried to hamper the organization eXCl'pt 

tor some small incidents like, theft by fourth grade e~1ployee and dishonest behaviour 

of a few. There are also _some people who arc selfish. An illustration can be cited in 

this context~ A loan \Vas taken to make the Village Mahila Samitics active. The loan 
. I 

·was extended on the basis of items produced by them. A lady was assigned to look 

after this .. In the process she had to handle both the pn)~ucts and money. In some 

pretext she took these to her home and tried to misappropriate the money. 

. Conjlicl: Instances of conflict are not common. These are rare and arc of small 

magnitude. Conflict resolution is carried out through intervention by Ms. Meena 

Agarwalla, the President. Some illustrations can be mentioned in this context. Long 

time back an Executive Committee member had some· ill feelings against the 

President, but she could not continue working in this organization and left it. to form 

another organization. 
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' 
As .the Organizing Secretary is a. straightforward and short temper person, she is 

sorm:times disliked by some of her peers. There might have been ·be several 

interpersonal conllicts hut these did not surl~tce up due to the neutral leadership of the 

President. She is very p~tient and a motherly figure for everyone. Again, TOMS was 

asked to send one representative to the Beijing Conference. A lady was selected for 

that purpose. Though the lady was efficient, many opposed her selection because her 

family ran a liquor business, which was in her name. It created lot of problem within 

the organization because TDMS work against alcoholism. ·lienee, it. was against the 

ideology of TDMS to ·select the lady though she was the most suitable person for this 

purpose'and had an excellent personal relationship with the President. Ultimately the 

Presitknt had to take a bold step to caned her nomiriation alkr disnrssing with all the 

members. 

Power and il!fluence: No individual or group _has tried to inlluene~.: others to enhancc 

or protcct their self- interest. The Executive Conunittee mcrnhcrs specially lhc 

President, the General Secretary and the Organizing secretary are the most influential 

and powerful people in the organization. The first two, 9ecause of their position, 

leadership, knowledge and experience; and the latter because of her position, her 

communication skills, her training experience and most importantly because she. is the 

daughter of the President. 

Awareness of goals: Individuals arc able to identify long term and· short term goals to 

an extent for themselves. Instructions are also given to them whenever necessary. 

Group Dynamics 

TOMS exh_ibit a positive group dynamics that·is beneficial fo_r the organization. This 

has build up over a period of time. Some its feat.ures are highlighted belo~. 

Types of groups: The 'core group' con1prising the President, Working President, 

General Secretary, Joint Secretary, Organizing Secretary and the Project Coordinator 

set objectives for the Projects. The different types of groups are that of different 

departments, the different projeds for example, school. jute, spinning, weaving etc. 

C~jlict:lntcr-group behaviour is very good. Members from one group. work with the 

other. C~mflict amongst the groups is almost non-existent. 

Contribution (?(the pai·tners 

The target segment: The target segment coplributc a lot by taking part in planning of 

activities by acting as a member of Primary Mahila Saniity. They also help in 
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mobilizing people for the workshops and carrying out awareness programmes. TDMS 
< • • I 

is a grassroots organization and hence its reiationship with the target segment is very 

good 

SponsorJng agency: They provide assistance through money, give suggestions tor 

managing changes and solving problems, monitoring and evaluation of activities, 

training etc. 

Szipporting agencies: They help TDMS m Organization Development. arrange for 
\ 

training programmes fur upgradatiun of various skills and carrying out activities. and 

thus help a lot in problem solvir~g. 

Socia_! ·workers: They assist TOMS in carrying out their activities and programmes. 
. . 

They also. help TDMS to solve their problems specially those related to the 

community; help in raising funds.and extend their support to the organization as and 

when requ_ired. 

Promoters: They had tn.:memlous cillltrihution towards the organi:t.alion. /\pari front 

being instrumental in setting up the organization, the mission and objectives were also 

laid down by them. They mobilized women to join the organization and see a vision 

for future. 

Change Management- Evolutionary Process 

Changes undergone: TDMS did not. carry out any changes in their vrswn and 

mission. The changes ir1 objectives were incremental in nature. Some new objectives 

were added with new projects. The Evolution of activities of the organization can be 

stated as below. 

In I 92 I, with the initiative of Mahatma Gandhi. Tezpur Mahila Samity was born. He 

encouraged women to take up productive work through textiles, agriculture and food 

products to make themselves self- sufficient. They started producing khadi, weaving 

cloths, embroidery, drawi~g and pair1ting (arts) .. Chandraprabha Saikiani (the 

Secretary) voiced against opium w'ith the support from both men and womenfolk. The 
, I 

organization also worked towards Sarvoday moveiiiJH.:nt/f'rcedom struggle. 

Meanwhile, Chandraprabha Saikiani had to go ·away from Tezpur, and Kironmoyee 

Agarwala (the President) left for her heavenly abode. In 1926 Chandraprabha Saikiani 

formed Assam Pradeshik Mahila Samity and erH.:ouraged all Mahila Samitcs to work 

under one umbrdla. 
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In I927 after constituting the constitution, Tezpur Mahila Samity was fom1ally 

formed. Responsibility of the posi.tion of Secretary was taken by Late Smti 

Maheswari Devi ami that of the Presilknt by Late Smti Chandramala Baruah · 

( Patangia) 
r . 

,In /93,4-35 Gandl1iji again came to Tezpur and supervised the work of the Samity. 

From I941 onwards, the Samity engaged itself in weaving and imparting training on 

cutting of threads, stitching, organizing discussions and guest lectures. establishment 

of Rastrabh.asa School, celebration of diflcn.:nt occasions of importance, tlood relic!~ 

apart from other activities. The Samity organized exhibitions of its products twice in a 

year, which were sold. 

In 19-17 in presence of Saikiani, Tczpur District Mahilu Samity was li.m1H:d. which 

was affiliated to Assam Pradcshik Mahila Samity. From then onwards, the Pri111ary 

Mahila Samiti.es of the villages were brought under the preview of TIJMS from 

Mangaldoi to Kalahri. 

In 1948 the then Cl)ief Minister of Assam Gopinaih Bordoloi donated land in the 

middle of Tezpur To·wn, where later in 1952, late Indira Gandhi ((onner Prime 

Minister of lndia) laid down the foundation stone ol: the ofiice building of TOMS. An 

Assam type building was constructed here by raising fund from lottery, theatre etc. 

In 1954 with an aid forin the Ccntral.Social Welfare Board, a preprimary school and a 

Craft Centre was set up (Shishu Bharoti). In the same year Te:t.pur Cooperative 

Weavers Association (Tezpur San1abay Sipini Sangha) was started. 

In 1956 the then Chief Minister of Assam, late Bishnu Ram Medhi aided to set up a 

Children Park in the Samity's premises. The number of school children today is five 

hundred and fifty. 

In lhe year I95(j, forty women were tr.aincd in modem method of weaving. With a 

grant from Central Social Welfare Board, an adult education programme lor elderly 

women was started in villages. 
I 

From '/960 onwards TI)MS was involved in the activities related to working f(>r 

peace, providing aid to the poor house -holds, organizing yearly 13ihu exhibition, 

weaving, embroidery, knitting, sports and games <md women empowerment 

In /962 with a grant from Central Welfare B()ard. a RCC house was constructed. 

where the present training and manufacturing unit are located. In the same year during 

the Chinese aggression. the Samity raised money for the war and served the Indian 

sOklicrs by providing food, clothes and otfH:r essential items. 
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In 19ri3 with an aid provided hy Assam Social Welfare Board. tw(1 centres of Snmity 
. . 

were formed in Rupa and Oirang in Kamcng District of Arunachal Pmdcsh. They 

worked ti>wan.ls peace, established schools and weaving centres. I .ater these ccptrcs 

were transferred to Arunachal Pradesh Social Welfare Board. 

From the year 1980 TOMS stressed on working in Projects. L 

From the year 2003 th~.: orticial work of TIJMS were computcri:t.cd. Organi:t.ational 

members were trained in computer skills. 

Previously the organization was ser-Yice oriented now more emphasis is gtven on 

income generation, which will he useful for development of the society ami its self-. ' . 

l sustenance. Now time bound objectives are set in case .of projects. 

Changes needed 

Need.fvr restructuring: Need for restructuring the Executive C<llllmittee is felt hy the 

organizational members. The thought process has started. It needs to he more <H.:ti vc, 

conscious, visionary, knowledgeable and focussed. New positions arc created as and 

when 'ne~..:dcd, for example, persons to handle computer work, pruj~..:cts work etc. Oth~..:r 

changes which are desired are to- develop the banking and Infom1ation Technology 

areas; expand the read1 of the pr~..:sent activiti~..:s/scrvic~..:s, carry out sdf-sustaining 

activities, enhance professional skills, develop enterprises by looking at market 

availability, conduct HRD activities for gro\vth, and find out the next line of 

leadership for TOMS. It is also essential to balance between Professionalism Vs 

Voluntarism, Modem Ys Traditional (for example, some people arc unable to 

appreciate someone working in internet), Young members Vs elderly/senior members . . 

Oifticulty is faced by TOMS in imbibing the values an1o1igst the younger and new 

people. They try to solve these problems through discussions in their meetings and 

. workshops. 

OD Process and Interventions 

TOMS attach enough importance to Organization Development. This aspect can be 

explained in' the following steps. 

The Diagnostic Component: Certain interventions are carried out by the Organization 

to diagnose the problems and carry out etlective planning. monitoring and evaluation 

·(getting feedbacks) of activities etc. from individuals. as well as groups. This can he 

highlighted with th~..: help of table 4.15 
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Table 4.15: Diagnosing Organizational Subs:ystcms ofTDMS · 

Targets Issues Interventions 
1--------1------------------- ---------------------1 

Total Change, prohlem identilicaiion ami ( )rganil'.ational workshops, 

Organization finding solutions, future of the annual General Mel:ting. 

organization, organizational 

perl(mnance, analysis of . the 

environment and the organi:t..ation 

(incluJing 'its manpower), resource 

availability etc. 

Homogenous PME (of .activities), analysis of Motivational meetings, meetings 

subsystems 

Dyads 

Individuals 

strengths, weaknesses, threats and of the SIIGs/Thrifi groups, of 

opportunities of the groups. develop Primary Mahila Samities. Project 

team cffectivene?S, goal attainment, ()roup, Executive Committee 

OD related tssues. divis'ion .(lf meetings. \Vorkshops. team 

work/responsibilities etc..:. SeSSions, lliOiltiJ(y 
I 

TOMS meetings. 

PME, n.:sourc..:e availability. ·its usc Meetings of the President and 

and the need for more, identifying Secretary of the SHGs, of 

the causes of conflicts and grievances different committees and of 

and solving them etc. different Primary Rural Samitics, 

meeting or the PrcsiJcnt along 

with the Coordinators of 

diiTcrent departments and 

Projects. 

Strengths and weaknesses of the Workshops, verbal feedbacks. 

inJividuals,_ skills, kn<'>wkdge and 

abilities and the need for training; job 

fitness and clarity; attitudes, 

performance etc..:. 

Supra System Funding, 

Development, 

dfccti vencss. 

Organizational Motivational meetings, SHG 

Organizational meetings. institution building 

Change. workshups li.lr TI>MS i111d 

Environmental scannmg. assessment Primary Mahila Samities. SWOT 

247 



of needs of the Target segment, analy~is, surveys, discussions 

framing strategies' for development with the sponsonng and the 

de. supporting agencies. 

o Previously very minimal cflort was given towards environmental scannmg. 

Now this aspect has been stressed by the funding agencies. Apart from 

making monitoring and evaluation mandatory, people arc sent to different 

institutes and NGOs . within the country and· outside to get first hand 

knowledge about the updates on environment. · 

• Survey is conducted sometimes t.o get infonnation about the target people and 

their needs, and accordingly these needs. arc prioritized and actions an: 

planned. 

• There is no set procedure to assess the strengths and weakness or thl· 

individuals, but from time to time it is. assessed through observation and 

getting feedback from. the supporting agencies. For exan1ple, lack of 

proficiency in English (including communicating in English) is filled up 

through training. There is no mechanism to look into opportunities and 

threats. 

Action Planning: The data obtained from the diagnostic phase is considered for 

action planning. It is also . carried out by some of the above interventions. 

Planning aspect has been already discussed in this chapter. 

Pr~l/lJmme Management: Though previously a so~nd Programme Management 

was missing, but now the sponsors has made this mandatory. The organizational 

activities are constantly followed up by the coordinators and the President. The 

activities at the Target Group level arc regularly supervised and an intemal 

facilitator is entrusted with the responsibility of stabilizing the nt:w work 

processes or change. 

Illustrations: The above can be explained by citing ·rew examples. 

a) The problem relaled lo low allendance of I he members of I he 'Thr({l Gro,ups · in 

lhe molivalional meelings: 

. Diagnosis or the Problem: Diagnosis of the problem was carried out hy TDMS 
' through discussions with the members of the Target Group/ the Thrift Groups. 
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Action Planning: Once the reasons behind the above- problem surfaced, action 

planning was cimicd out by the Thrift Groups along with the tllen·Jhers of TIJMS. The 

meeting schedules, the dates and the agenda were fixed by the group members. 

Action implementution: The Target Group took an active rok in organizing the 
. . 

t'neetings and mobilizing women to attend the same. Though the TOMS members 

acted as outside experts in these nH:ctings. but they also empowered the members of 

the groups to conduct these meetings. Several visits by the TOMS members were also 

given to thevillages in order to motivate the women further. 

Monitoring, evaluation and stabilization: Monitoring and evaluation was done 

through field visits or inspection, verbal feedback, observation of \~ork and analysis 

of the monthly reports. Stabilization of the changed: process was emphasized through 

routine follow-up of the work and looking for deviations. 

h) l'mhlem related to inejjicie~~ty of the l'resiclent unci the ,\'ecretwy ~~~ tlu· ''Jhrifi 

Groups· 

Diagnosis of the problem: TOMS tried to ex pion.: the reason behind the inefficiency 

of the Chief functionaries of the Thrift Groups, nan1ely the President and the 

Secretary, who were supposed to be the 1i10st powerful members. Hence, TOMS 

conducted diagnostic meetings for the same. Firstly, TOMS members had interaction 

with the President and the Secretary, and then they had discussion with the facilitator, 

and later with all the members of the groups. These revealed that the 'Facilitator' who 

was the trained member of thegroup, and who was entrusted with the job of helping 

the Chief fl.!llctionaries, actually became most powerful or focal person of the group, 

sidelining the President and the Secretary. She began interfering ·in each and every 

matter from arranging the meetings to handling of money and disbursement of loans 

etc. This rriade the Chief functionaries feel that their only job was signing the loan 

forms. They started depending on her. did not have clarity of their roles and 

responsibilities, and ultimately lost their conlidcm:e in w~rk. All these had negative 

impact on the group. 

Action Planning: The President, the Secretary and the facilitator were asked to plan 

action to solve the problem, This was facilitated by the members of TOMS. 

Duties/responsibilities and authority for each of them \Vere eam1arked. The support, 

which would hl: rcl{uircd to conduct the san1c, was also_ laid down. This was rcporkd 

to the whole group and suggestions from them were invited. 
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Action implementation: Need of. training programrnes for the President' and the 

Secretary was decided in the action planning phase, which was accordingly carried 

out at the TOMS headquarter office. Effort was given to empower them and develop 

their skills on 'Management' aspect. 

Monitoring, evaluation and stabilization: These aspects were carried out by the 

TDMS members through field visits and analysis of monthly reports. Feedback was 

also taken from other members of the group. ' 

c) Problem related to Mahila Sunchay Bharal (MSB): Lack of trust among people 

towards the new kind of financial services (Micro-finance). 
I 

Diagnosis of the problem: TOMS menibers along with the members of the Primary 

Mahila Samities and the Target Group had meetings to find out the reasons behind. the 

above problem. It was revealed that conflicts had arisen in the group due to 

·differentiation on the basis of caste, creed, community and n.:ligion. There was 

delayed payback of loan as the attendance in the MSB meetings was low due to 

higher frequency of testivals. The President and the Secretary were weak m 

management and leadership. With the increased savings and th.e number of groups, it 

became difficult for the two-member TOMS team to 'physically monitor all the groups 

and be present in the mont~ly meeti~gs. It led to increase in costs. 

Action Planning: The TOMS members encouraged all the grqup members to plan 

collectively to sort out the above weaknesses: The process was aided by the members 

of TOMS. 

Action implementation: Training was imparted to the Chief fw1ctionaries of the 
' . ' 

groups to increase their efficiency. TDMS tried to encourage the groups towards self­

sustenance, so that they could. carry out their activities, take decisions and solve 

problems themselves. 

Monitorin~. evaluation and stabilization: Monitoring· and evaluation was· done 

through the monthly reports sent by the Chief Functionaries of these groups. 

Occasional visits by the TOMS members were given to observe the. stabilization of 

the change. 

Success and· failures of the OD Process: Though most of the interventions adopted 

by TOMS were successful, bu.t it had problems with two funding agencies namely 

i\.Rli\SP and Ci\.P i\RT. i\Rli\.SP entrusted TDMS with work rl'latcd to irrig.ation. In· 

spite of doing good work and fullilling the needs of the target segment. the funding 

agem:ies withdrew their support. Yet in another case TDMS was entrusted hy 
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CAP ART with work related to building of Sanitary Latrines. A con'uncndablc job was 

done by TOMS and even personal money of some members was donated for this 
. . 

cause. But instead of appreciation, the support was withdrawn with the pretext that 

TDMS took decisions without consulting thc fumling organizatio11s. According to 

TOMS, these organizations gave more importance on workshops and meetings rather 

than fieldwork. 

It appears that there was a communication gap between TOMS and the funding . . 

agencies. Further there emerges a slackness of proper· documentation (written reports) 

regarding progress of work (monitoring and development) being carried out. TOMS 

had doubts regarding the integrity of the persons of the funding agencies who came . 
for inspection. It felt that the problem came up due to the adverse reports given by the 

visiting persons from the funding agencies, who actually never v.isited the field or met 

thc target segment of thc project area to havc the first hand knowkdgc of thc work 

being done. The problerrs were not sorted out, and the projects had td be 

discontinued. The funding agencies too did not seem to be interested in solving the 

problems, Overall it reflects- a case of failure of 00 process that did not consider 

proper diagnosis and management of the problem. 

The major strength of the OD process. is the greater involvement of aU its partners in 

the OD process. The major weakness of the OD process is absence of an expert 

facilitator. 

Organization Development Activities related to training: The workers have been 

trained in diff~rent places both inside and outside the state like Murshidabad, Digha, 

Delhi, Rajastan, Bhagalpur, llyderabad to name a few. The different kinds of training 

programmes are mentioned below. 

• Training in accountancy for bookkeepers: TOMS stafT n1embers (three members) 

were trained on promotion and management of thrill and credit at ' Thri n Cooperation 

Association (TCA), 1-lydcrabad) in June. 1994 and also in Cooperative Development 

Foundation , Hyderabad in April, 1994. 

~ Several training programmes were held for the project coordinators and .th~ rural 

women. The Human Resource training input was received from SAKSHI. 
/ 

o lhe initial start up team of three members Vo'llO were trained in Cooperative 

Development Foundation, llyderabad on micn~-cn:dit operations. rdurncd to Tct.pur , 

and started a series of awareness building /motivational meetings. The Motivational 
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llll:dings w~.:rl: hdJ to star! !hl:. groups anJ to gd an ~.:dgl: over th~: gov~:mm~:nt 

schemes launcheJ Juring the same time namely, Mahila· SamriJJhi Yojana and th~.: 

Bohumukhi Somobays. 

o TDMS team moved from village to village conducting motivational meetings and 

forming thrift groups in coordination with the village I Primary Mahila Samities. 

o In the year 1988 with the initiative of Dr. Manisha Bchl, a financial aid from 

OXFAM AMERICA was received for agricultural development (for two years). 

Under this, training was given to the Primary Mahila Samities in the villages, who 

in turn could train the farniers. Apart from that, training related to piggery, high 

yielding variety of seeds (with support from agricul!urc anJ scriculture Jcpartmcnt) 

was conducted. 

ct Review workshops arc held in the premises of TDMS with the oflice hearers of 

MSB. 

• Training Programme on Institution Building is funded by Indo German Social 

Service Society (since /\pril 2000). Under this project, they haw selcclcd twenty 

villages with the aim of creating sixty leaders, who will rc~.:cive mul!iplc training and 

exposures towards community development. The objective is to build a strong 

organization for development activities. 

o Team Building Activities: Though no specific team exercises existed earlier 

for the employees or members of TOMS, but now they have startGd this with a new 

projGct from 2003. Previously they had continuous meetings of teams, where there 

was regular analysis of work done. Now Team Building activities for Primary Mahila 

Samity is conduc!ed thropgh different workshops whid1 arc held in the villagrs; and 

the oflicial premises. 

• An exposure visit for the members of TOMS and its groups to Bangladesh was 

organized. During this tour the group visited several successful NGOs in that country 

and was able to get a first hand knowledge of their activities ami strategies. Micro 

credit activities oy some renowned volu.ntary organizations like '( irameen Bank' were 

closely obsl:rvcd. 

• Since the year 1994 with the support of OXf' AM they started activities/ 

trainings on Institutional Building and leadership in the primary Mahila Samities. 

From the year 2004 they have startrd this kind of cxcrcisr within TDMS with 
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National Foundation .Project St1pport oil Skill development , gender, health etc. Now 

the training is made to realitythrough-

a) Practical work e.g. Opening up of banks, economic activity centres. 

b) Monthly nH.:ctings - where there is lot of exchange rcgan.ling organizational 

activities through exchange of views. 

c) Regular Project meetings. 

SWOT Analysis 

An analysis of the strengths, weaknesses, opportunities and threats related to 00 or 

change ofTDMS was carried out, which is presented in table 4.16. 

Table 4 16· SWOT Analysis ofTI>MS 

Strengths 
o Long years of work experience in 

developmental activities. 

• TOMS IS grassroots based; -the pnmary 

\Vcakncss 
• No VISion statement exists. The 

v1s1on statement could not he 

related by some. 

members arc from the rural areas. whid1 • Systematic evaluation of activities 

comprises its target segment. 
. . . 
IS llliSSI ng. 

~;~ Viable projects arc undertaken, most of o 1\. minimal eiTort towards 

which are able to achieve the desired results. environmental scanning is given. 

·• Participation of the target segment 111 the • Systematic method of SWOT 

activities of the organization IS a pnme 

feature. 

o The members of TOMS constitute a 

analysis is not present. 

• Performance appraisal system 1s 

lacking . 

. combination of the youi1g and elderly people. o As many members function on 

o Most of the members are energetic, 

committed and have enormous contribution 

towards the organization. 

• Tht: t:xccllcnt leadership ofTDMS 

honorary and part time basis. 

there is a strong need for a joh of 

onicc coordinator cum 

aJ 111 i 11 i strat< lL 

• Transparency in the organizati.onal activities o The work area 1s vast ·and the 

o Collective decision making 

• Participative planning,timely evaluation and 

monitoring of the activities 

o Good interpersonal and inter-group 

relationship 

present manpower IS insuflicicnt 

to take care of it. 

• No written _job specification or 

job description exists. 

• Absence of a clear-cut Human 
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o TOMS IS· a dynamic organization and Resource policy. 

focuses on Organizational Developmental • The next line of efficient 

activities through different training 

programmes. 

o It exerts effort towards motivating the target 

segment. 

• Its attempt to respond to change. 

leadership is missing. 

Opportunities Threats 

• Several funding agencies have come forward • If TOMS is unable to fix the next 

to become their partners in development. 

o Its good reputation and good relationship 

with the funding agencies will help in gdtir1g • 

funds/ projects for the organization. 

• TOMS faces lesser competition in its area of 

· operation, as there are li_mited numbers of 

NGOs with the same stature as TOMS. 

line of leadership, it will be m 

trouble. 

The absence of a proper Ill{ 

policy and performance appraisal 

sys~em is likely to take down the 

motivation of the high 

perfonners. 

o Involvement of grassroots women • The area being vast, lack of 

associations and making the c.ammon village 

women its pnmary members could help 

TOMS to better attain its objectives. 

The commitment, motivation and support of the 

organizational members have given TOMS the 

confidence to go ahead with new activities. 

Conclusion 

suflicicnt manpower to look atler 

the activities, might pose a 

problem for TOMS. 

TOMS take the credit of being one of the handful women associations formed in India 

in the early part of the .last century. It has an illustrious history and was formed with a 

noble vision and mission to .bring about development or the society through 

development of women. It had always strived to fulfill this mission and is successful 

to a greater extent in this etTort through its exemplary \\'ork. The organization has 

tried to bring in change in their work processes :md systems from time to time by 

absorbing and experimenting with new ides. The leadership is its tower of strength. 
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The organization has very well balanced modern with traditional ideas/views, young 

and elderly members, and professionalism with voluntarisil1. TOMS has utilized the 

knowledge and experience of the seni.or/elderly members, and enthusiasm of the 

young workers to carry out their work. TDMS is a mass hascd NGO, whose 

membership starts from the grassroots level. It has established a good network with 

other partner organizations. The organization has focussed on certain OD activities, 

which could decipher more results if they are systematically carried out. A lot of 

emphasis is. given on workshops and motivational camps. A good interpersonal 

relationship exists. Dysfunctional conf1icts are negligible. TOMS would derive more 

benefits if it were more professional in managing change and its day to day activities. 

It needs to enhance its professional and managerial competence. 
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VOLUNTARY HEALTH ASSOCIATION OF ASSAM 

Organization Profile 

Origin: The origin of Voluntary I kalth Association of Assam can he traceJ to 

Voluntary .Health Association of India (VHAI), ·which was estahlished in the year 

1975 at the initiative of Father Tom Association. At that tii11e there was hardly any 

NGO working solely for health in a committed way. Once VIIAI v.·as estahlisiH:J. it 

started involving other NGOs and people in propagating. preventive aspects of health. 

The then Executive Director of Y.HAI \Va<; closely associated Shanti Sadhana 

Ashrwn, another reputed NGO of Assam . The idea and need of establishing a similar 

organization in Assam came up while he was sharing his thoughts with an eminent 

scientist and intel\eetual of Assam Dr. Kulendu Pathak mid Sri l-Iembhai, the 

Secretary of Shanti Sadhana Ashram. Thus Voluntary llcalth Association of Assam 

(VHAA) was born in a small room in Sha1,1ti Sadhana Ashram in the year 1989, and 

started functioning from there. 

Voluntary Health Association of Assam is a fully autonomous state level federation of 

voluntary organizations working in the fields of health and development. It is a non-prolit 

making organization, having a secular constitution, with the aim of improving the health 

ofpcople. 

Area of operation: The area of operation is J\ssani. It Joes not have any branch, but 

work through alliances with other NGOs who arc taken as members of VHAA. 

Vision: The vision of VHAA is to make health a reality for all people. 

Mission: The mission of VHAA is to promote the preventive aspects of community 

health in totality, and to keep sustained health movement at the grass roots level. 

Vision and mission exists in the memorandum of the organization. No other written 

vision statements are available in the organization. People at different levels are not 

equally aware of the vision and mission. The promoters in consultation with the then 

Secretary had set the visio_n, mission and objectives when the organization was 

established. 

Organizational goals and- objectives: The organization has divided their. objectives 

into long term and short term. They are cited below. 
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l.ong I am 

I. Promotion of health for all in its totality i. c. so<.:ial, physical, psydwlogi<.:al and 

environmental. 

2. Working towards improvement of the soc1o- economic status of women through 

health interventions. 

3. Implementing all activities of the association irrespective of region. caste. religion, 

·language and coinmunity for the promotion of VHAA objectives. 

4. Promoting· community health and Hunian Rights related to the provision and 

distribution of health Services. 

Short term 

Participation in all activities that pertain to promotion, preservation and improvement 

of health. 

I. Promotion of awareness and education of people on matters related to health and 

hygiene. 

2. Promotion of cooperation and good working relations with the government, semi­

government and other voluntary organizations, as well as national and 

international agencies providinghealth care, specially at the primary level. 

3. Publishing newsletters, books, brochures, pamphlets, posters etc., on all matters 

related to health and well being of p<.:oplc. 

Goals and objectives have been set by the founding members and have not been changed 

except that now there are certain additions, for example now their activities arc not 

restricted to health only, but also community development. Further VHAA had decided 

upon direct intervention with the community. 

Activities: The activities of the NGO arc depicted in table 4.17. 

Table 4.17: Acti,·ities of VHAA 

Sector Name of the Funded by Description of work 

Pru~rammc 

Health • Reproductive Child Ministry of This programme IS focussed on 

Health (RCI-1) Health and· women. children. adolescents and 

Family ·couples 111 the reproductive age 

Welfare group. It IS carried out through 

educating the target group and 

g<.:nnating awareness among them. 
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• 

• 

EJucati 

-on 

Mother and Child 

Health Camps 

(MCII) 

Popularizing the 

Indian System of· 

Medicine (ISM) 

o Skill. upgradation 

of 

Workers. 

Health 

• AIDS Control 

ICCO 

AIDS 

control 

Society. 

o Sarva Shiksha San.'a 

J\bhijan Shiksha 

Mission 

( l)~partment 

Sessions (camps) on health related 

aspects of mother and child \:vcre 

cond~ctcd at different places. 

Under this programme emphasis is 

gtven on popularizing herbal 

medicine amotrgst the people, 

identifying traditional practitioners 

and encouragmg them to upgrade 

their ski\\s and know\edge through 

upgradation programmes. 'Health 

Mdas' arc l:omluclcd to propagall: 

kitchen gan.kns of medicinal plants 

anJ usc of herbal medicines. 

This programme ts conducted lor 

the health workers of member 

organizations, RCH members and 

VHAA project staff. It includes 

steps to planning health cJucation. 

communicating IH.:alth messages. 

cflcctivc counseling, first aid 

management and training on 

medical aspects of health. 

Under this programme the people 

have been educated on HI VI AIDS. 

Imparting cd.ucation to all children 

is cmphasi:t.cd in this programme. 
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of 

Education) 

o IEC (Information Various 

Education and agcnc•cs 

Communication) 

Under this programn1e high quality 

ami apprupriall: I EC material li.>r 

different cadres and developmental 

workers arc dcvclopl:d. 

r-------~----------------------·1-----------~---------------- ------~ 
Pre-primary cdm:ation li.1r children Women Women and Child Various 

:md developmeiJtal Project· agenc1es 

Health 

General 0 Advocacy and Various 

campaigning agcnCICS 

aclivities 

0 Emergency 

interventions. 

111 the age group of 3-5 years IS 

focused. Women and children are 

educated on health related issues. 

Working on gender ISSUCS, 

pro1iwtion of chi lei rights, substance 

abuse etc. 

Health camps are conducted during 

flood and epidemic. 

L_ ______ .I__ _________________ .L.... ______ J ___________________ _ 

Partner's Profile 

Emp!oyccs: The total employee strength of VHA/\ is one hundred :.md· seventy eight 

persons. The Head Office of the organization is at Guwahati. The number of paid 

employees at the Head Ql]ice is eleven excluding the Executive Secretary. They are 

as follows- three persons arc present as Programme Officer, three persons arc present 

as Assist<Ult Programme Oniccr, one person exist as Ivkdical Ofticcr, one person is in 

the position of Accountant, one person exist as Orticc·assistant, and two persons arc 

appointed as staff with multiple jobs. 

These arc one )nmdred and sixty seven employees at the.fie!d level. The break up is as 

follows- 'l'hree persons are appoinkd as Project Coordinators, One person as 

Counselor, six persons as Resource Teacher, nine persoi1s as Health educator, one 
' ' . 

person as Supervisor, one hw1drcd and forty one persons as Volunteer and Six persons 

Stalf. 
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Target l'coplc: VI-IAA has two sets of target segment. They are-

a. People at the 'grass roots level or the community, especially those -.vho are poor 

and belong to the rural areas. 

b._ Other NGOs who arc members of VI-IAA and with whom the organization carries 

out collaboruti vc work in (lf<.lcr to uchicvc its mis:-;ion. 

Sponsoring agencies: They approath limited funding agenctcs. Some of these 

agencies are, ICCO (based in Netherlands), UNICEF, UNFPA. AIDS Control 

Society, Sarva Shiksha Abhijan, tvtinistry of Health and Family Welf:,rc etc. 

Suppoa·ting agencies: The agencies providing support to VHAA <~rc, Child Relief and 

You (CRY), NIRD, WHO, Indian Institute of Health Management Rcscan:h, llclp 

Age, NlPCCD, Red Cross Society etc. 

Social \Vorkcrs: Around two hundred social workers arc involved with VHAA under 

various projects in different parts of the state. They arc eminent people from the 

society who work Jur social causes on voluntary basis. They suppmt the organi/.<1tiun 

in carrying out its activities and building up relationship with the target segment. 

Promotc1·s: iv1r. Dines! Bhatt_, !Ill.: previous Exccutin: Secretary, Kulcndtl l';lliJ:d.; :111d 

. Hem l3hai were !Cw important promoters.- rvtr. Bhatt. had CUIItributed a lot in 

motivating people to work. 

M:ru~agcmcnt P1·occss: An Ovc•·vicw 

Planning: Planning is a major exercise carried out by the individuals in the 

organization. At the beginning of the year staff meetings arc held, where they plan the 

activi.tics and ways and means to carry out the same. From time to time they have 

projGct team meetings where planning and review of work related to projects is done. 

Action Planning fur activities is carried out fur a period of fifteen d:1ys to three 

months, depending on the project. Normally the project teams assemble together and 

conduct planning, which is ovcrviewed by the respective project coordinators and the 

progrmn oniccrs. This may be supervised by the Executive Secretary. , 

~"pecijic methodology to cany out activities: VHA/\ is guided by the 'Primary Health 

Care Approach', wherein promotion of l{calth is based on action in socio- economic 

as well as health care sectors. VHAA works in the field of community health through 

training, capacity building, and dissemination of information, cmnpaign and 

advocacy. They usc aprmipriatc communication methods to educate their target 

segment and bring a change in their mindset like enacting street plays, puppet shows. 
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designing or making posters and publications. Thus, they arc able to encourage the 

target group. Till some time back, VHAA used- to work through its partner NGOs to 

reach the community by facilitating training, capacity building, information 

dissemination and funding (for the NGOs). They did not have direct intervention with 

the community. But now they have started working more ami more with the 

community. The 'three years evaluation' carried out by VHAA revealed that though 

VHAA was· doing good work, but the visibility was not there. lienee now they arc 

focusing on direct intervention. 

Organizing: The Organization Structure of YHAA is depicted in figure 4.19. 

Comprises the President. Executive 
------•~ Secretary, Vice-President. Treasurer 

GENE~LBODY 

EXECUT VE BOARD 

EXECUT E SECRETARY 
and representatives of member 
NGOS: 

PROGRAM STAFF 

I 
I 

PROGRAM OrCER 

I. 
PROGRAM OFFICER 

I 
OFFICE ASS! TANT MEDICAL OFFICER ASSISTANT PIWGRAM 

OFFICER 
I 

DRIVER 

I 
I 

PEON 
I 

HEALTH WORKERS I 
WORKERS 

Fig.4.19: Organization Structure of VII AA 

• . The General Body is comprised of all members of the organization. All major 

decisions affecting the total organizations should have the approval of this body. 

• The Executive Body is comprised of the President, the executive Secretary, 

the Vice-President, treasurer and representatives of the member NGOs. It is the most 
. . . 

powerful body as the approval of this body is required on all important decisions. Jt is 

the highest decision-making authority. 

• The E~ecutive Secretary is the chic!' func~ionary of the organization and the 

most powerful ·person in the organization. Though power and authority has been 

delegated to others, still she has to be consulted prior to taking important decisions. 

o The Non-Prol?ram Staff is engaged in administrative work and is not directly 

involved in the organizational field activities or projects, for example the accountant 
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is engaged in financial management activities of the organization nnd is responsihle . , . 
for inaintaining accounts related· to programmes. They arc stationed in the I lead 

Office and assist the Program Staff in their work. 

o The Program Staffs are directly involved 111 the vanous developmental 

programmes of the organization. The overall responsibility of the programmes is 

shouldered by the Program O.fficer. He <?r she is made responsible for planning, 

monitoring and evaluation of the programmes. The function of the Programme Officer 

is also to coordinate the difTerent projec~s. which are·carried out by the organization. 

The Program Officer reports to the Executive Secretary. The job of the Assistant 

Program Officer is to support the Program Of1icer to carry out his or her 

responsibilities effectively. The job of the Medical O.fficer is directly related to the 

health related programmes, especially those where medical interventions arc rc4uircd. 

He or she reports to the Program Officer. The field related tasks arc carried out at the 

· primary level or the grass roots level by the workers. They are aided by the Program 

and the Assistant Program officers. 

Staffing: T}Jis aspect can be discussed under the following heads. 

Recruitment: For certain jobs like that of the Programme Officer, the Assistant 

Programme Officer, the Medical Officer and the Accountant, advertisements are 

placed. The job incumbents are selected through interviews. References from kno.wn 

people are also utilized in this context. 

Medical officer is presently the only professionally qualified person, but people are 

given professional inputs through training. Many of these people are with experience. 

Now with the availability of funds, they are looking forward to employing 

professionally qualified people. 

Role clarity: Job description and Joh specification exists at present. I lcncc they know 

what kinds of people are required for different kind of jobs. A proper task analysis is 

done in order to design a responsibility profile. Role fitness is looked into. The role, 

responsibilities and authority are clear as these are given in writing to the jobholders. 

Extra assignments entrusted to them are also given in writing. There· are very few 

cases of role conflict. One such case is as follows. · 

Previo.usly two Executive Secretaries were appointed whose roles were not delined and 

segregated properly. l·lence it gave rise to lot of confusions regarding authority and 

responsibilities, leading to some kind of interpersonal conflict. One was trying to 
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dominate others sending wrong signal to the tcain members. Fortunately that diJ not 

continue for a long time, as one of them had to leave the organization due to personal 

.reasons. l-Ienee today they take care to make role profiles clear. 

Directing/Leading 

Leadership: Participative lcaJ~.:rship is practicl:J in the organization, wh~.:rc the 

subordinates are consulted in the decision-making process. The organization tries to 

motivate people towards competitive and professional growth by updating their skills 

and knowledge, pr?yiding conducive working climate and a good remunerati,on. The 

leader is also able to motivate the people by involving them in the decision-making 

and OD process. 

Communication: The communication system in the organization is very informal. 

The communication flow is top to bottom, bottom to up, horizontal and all channel. A 

formal communication channel is absent. Within the office it is mostly verbal. 

The verbal forms arc as follows: regular staff meetings arc held, where minutes arc 

written and signed by the members present. Examples of these arc the project 

meetings that are carried out regularly; the staff meetings that are held once to thrice 

in a month. Job instructions and requests are also carried out verbally. One to one 

interactions are held verbally. 

The wrillenforms of_communication is comprised of the assignments that are given in 

writing; written communication with the field that is carried out side by. side with 

telephones and fax; written. reports that are to be submitted by the project staff; 

written memos that are issued when someone is absent from wor:k and when an 'urgent 

information I message need to be given; communication with the member NGOs and 

the monthly reports that are submitted by the programme staff. 

Control 

Monitoring and evaluation: For monitoring of work; regular field visits are given by 

the Program Staff and the coordinators. Project Staff submits written reports on 

programme work in a format designed by the organization J'ur the particular purpose. 

Both internal and external evaluation studies are carried out. Internal evaluation is 

conducted periodically by the organization. For internal evaluation, work is observed, 

feedback is taken from the organizational members and the target segment, and 

various reports are checked in order to assess organizational/project group 

performance. Every year external evaluation is conducted by donor agencies in 
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agreement with VIIAA. Based on their findings and recommendations new policies 

arc framed and action 'planning is done .. 

The Individual dynamics 

Organization CUlture: Work culture is observed to be positive. Working Climate is 

good, where one feels satistied and at home. A very good interrelationship is 

prevalent amongst the individuals. People perfom1 all responsibiliti~s entrusted to 

them with cooperation, mutual trust and understanding. Everyone does every kind of 

job for example, preparing and serving tea, \Velcoming guests etc. People are 

professional in work. They have no rigid office hours. People are committed towards 

their work. They even work after office hours and during holidays,. Emphasis is on 

transparency and accountability. It is not fan1ily owned, and do not operate from some 

member's house. 13arring some trivial work n.:lated <.:ontlicts, no major conflict has 

arisen. Agreement on group goals exists. Nobody try to influence or dominate others. 

Values that are to be adhered by the organizational members /staff arc- to feel ami act 

against gender biases, child exploitation, smoking; to stress on women representation. 

for example, apart from the employees, orie third o~ the representatives in the 

executive board are women; to have a small fan1ily; to develop girl child; to maintain 

transparency and accountability in official practices; to have commitment towards 

work; to empha-size on honesty; to popularize use of drugs of Indian system of 

medicine. 

Individual hampering the urganizatiun: Cases of 'individuals hampering the 
. . 

organization are very limited. In this context a case can be cited. Two individuals. 

who were taken in projects, tried to pollute the atmosphere of the organization. 

During official hours they tried to start gossipii1g, coa:xing individuals against the 

organizational procedures etc. They even tried to fom1 groups in this process and 

instigate them· to do negative work, but they were not successful as the employees 

· were strong willed, had trust in the mmiagement. and were committed in their work. 

They inl'ormed the maiwgcment about this. When the Executive Secretary started 

questioning the two individuals about their work, they realized that it was not possible 

for them to continue with their ill behavior in the organization. and ultimately they 

had to leave. 

Contribution of individuals: All individuals have tremendous contribution towards 

their organization and especially the Executive Secretary and the Program officer. 



They tkserve the credit for bringing fimd and designing devclopnlL'nlal initiatives for 

the target segment, framing policies and plans, and imposing controlling mechanism. 

Injluenlial Persons and Power: The most influential persons are the Executive 

Secretary and the Program Officers. This is due to their position, knowledge and 

expertise. 

The Group dynamics 

Types of groups: The organization is ~haracterizcd by only formal group, no infom1al 

groups exist. They are the ones who arc carrying on the life of the organization. The 

different types of formal groups arc the Project Teams and a Core Team, that is the 

working tean1 of Guwahati.. · 

Intergroup Relations: They have very cordial relations within the team, among 

difTerent teams and across the departments. Mutual trust and cooperation exist 

amongst them. They extend help, seek guidance and support from each other. They 

conduct a lot of quality teamwork, and feature all the characteristics of lligh 

Performance Teams. They constantly endeavour to succeed in the ·objectives 

considering both the organization as a whole and the project teams. The. teams have 

constant interaction with each other to bring improvement in the work processes. 

Conflict: No groups are in conflict. Though previously some individuals tried to 

create it, they were unsuccessful. 

Contribution of the partners: Relationship with the target segment is good. Working 

at the grass root level is satisfying as well as frustrating for the organization. In some 

places community participation is very good, for example, the 'CRY project in 

Golaghat Qistrict of Assan1, on women and child development'. Though the funding 
' 

of this project has stopped but the centres and the schools arc running still with 

community support. VHAA while dealing with the grass root organizations, 

constantly try to see their. professional needs in the areas like audit, registrations, 

liaison with Government etc. 

The .~ponsori~g agencies provide VHAA with capital, suggestions, encouragement, 

feedback through regular visit, and any kind of technical support, which is required. 

The contributio'n of the supporting agencies is enormous as they deliver valuable 

inputs related to training, guidance and suggestions. 
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The .w!cial workers have considerable contribution towards the organization. They arc 

. the first points of reference. They help in preparing community profile and further 

help in getting the community feedback 

Team Building aclivilies I training is conducted for the member NGOs, though 

nothing of that sort is held for the organizati.onal members. Other NGOs arc· provided 

Capacity Building and technical support. Monetary support is miiiimal. VHAA has a 

network of NG.Os. It is very satisfying for VHAA to work with those NGOs, which 

are comni.itted and dedicated towards development. It is equally hard to work with 

some others who do not have healthy practices and are interested only in inaking 

money. 

Change lYlanagement: Evolutionary Process 

Changes Undergone: The organization had undergone some changes in the past. 

These related to changes in the objectives and methodology of work. Initially its 

objectives centered ~round health, but now it is also development. Previously they 

used to work through other organizations and less with the comrnunity, that is, they 

had limited direct intervention. Now focus is on constant interaction with its primary 

target segment. 

Ch;mgcs needed: The need for change in vision, mission, objectives I interventions 

has been discussed in the organization. Now they are in the process of redesigning the 

vision, mission and objectives for n:~xt ten years. In this effort all starr members arc 

being consulted and feedback sessions arc being held to h~ivc thc.ir views. For 

bringing modifications, the issue has to be raised in the board and a resolution has to 

be passed in the general body meeting, \'ihich is held annually. 

In future, VHAA would like to sec itself as the prin.le nor~-profit organization in the 

area of health and development. The emphasis .'viii be on direct intervention of 

projects, implementation of educational programmes, developing a more strong vision 

and mission statement, framing Stall Devciopment policies. like Provident Fund 

policies, Personal Policy for the new start: setting up a per111ancnt premise and 

changing the n~rmc of the organization. 
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OU Process and Interventions 

This can, be explained in following three steps. 

The Diagnostic component: Effo~s are given by the organization to adopt measures 

to diagnose different problems affecJng the organization. This is depicted with the 

help of table 4.18. 

Targets 

Total 

Organization 

Homogenous 

Groups 

Dyads 

Table 4.18: Diagnosing Organizational Subsystems of VHAA 

Issues Interventions 

Problem identification and their General council 

solution, change, organizational organizational 

meetings, 

workshops, 

Development, 

policies, 

organizational internal and external evaluations, 

organizational SWOT analysis, future search 

performance and ciTectivcness, exercrse. 

resource a·vailability etc. 

Problems faced by the Executive meetings, Project 

groups/teams, team building meetings, staff meetings, SWOT 

related ISSUeS, 

strengths, 

analyzing analysis, 

weaknesses, exercises etc. 

self-assessment 

opportunities and threats faced 

by the groups, PME etc. 

Pl~mning, getting feedback, Meeting of the Executive 

problems and their solution. Secretary with the Programme 

change etc. OfTicer, meeting of the Program 

Officer with the Assistant 

Program Officer etc. 
~--------------~----------------------------1-----------------------------

Individuals 

Supra system 

lndividual performance, skills Written reports in set f<..mnats, one 

and abilities, need for to one int~:raction, Annual 

development, 

weaknesses. 

strengths and appraisals (self- assessment) etc. 

Change related rssues, need for Feedback se~sions with th.e target 

Organizational development. segment. community. Member 

need for· resources, .problerh NGOs; Interaction with the 

diagnosis and solving~ sponsoring and the supporting 

organizational effectiveness and agencies; the internal and external 
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organizational. pcrf(mnance, evaluations which arc conducted. 

environmental analysis, needs of for example, the three years 

the target segment etc. evaluation; SWOT analysis etc. 

Actio11 l'ltlllllillf:: The diagnostic phase is f(lllowed hy the action planning phase. In 

this phase the data obtained from the above exercises are used to plan the activities or 

progran1mes. VHAA involves all the team members in this phase. This is carried out 

usually in groups, where each member of the group participates. Then the Executive 

Secretary is consulted by the group leader for feedback. The Activity Planning of 

VHAA has been already discussed previously in this chapter. 

Programme Management: Strong principles· of Programme Management in tem1s.of 

implementation, monitoring, evaluation and stabili:t.alion me adhered hy the 

organization. Constant efforts are given to follow up implementation of the 

programmes by observation, getting feedback and imposing control measures. Need 

for modifications in the methodology of work or the. strategies adopted are seen. Care 

is taken to maintain the new state of things by monitoring work, motivating people 

and providing essential support required by them. 

Illustrations: The OD Process in VHAA can be better explained by citing some 

examples.· 

I. The Change of Organizational Approach from indirect intervention to direct 

intervention 

Diagnosis: The external evaluation carried out by the outside agencies and their own 

evaluation revealed that VHAA was unable to·have a greater impact on ~he society in 

general and their target group in particular because the latter was not aware of 

contribution of VHAA towards the developmental programmes meant for them. 
~ 

Hence, VHAA .conducted series of discussions with its stakeholders nan1ely, the 

target group/community, the funding agencies, supporting agencies, the member 

NGOs and with all organizati?nal members. In the process VHAA tried to carry out 

its own introspection. All these reflected that VHAA have not come to prominence as 

it had carried out its programmes through other member NGOs. 

Aclivn Planning: Once VI-IAA was aware of its \Vcakncss, it planned to resolve tlu.: 

same and enhance the organizational strength. For action planning they involved their 

funding and supporting agencies, the member NGOs an-d the organizational members. 
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All of them suggested that VHAA should combine direct interve~tion for carrying out 

developmental work with networking (with other NGOs). An action planning was 

carried out. This also included a planning for resource and the organizational. 

developmental support that would be required. This w~ approved by the General 

Body and the Executive Body. 

Action Implementation: The organizational memb~rs conducted implementation of the 

action plans. Extra manpower was recruited, who were-stationed in field and carried 

out direct intervention with the target group. The Executive Secretary made sure that 

the program staff received total organizational support to carry out the activities. 

Monitoring and Control: The Executive Secretary and the Program Officer regularly 

monitored the work of the Program Staff through field visits. Monthly reports were 

obtained from the program staff including the Program Officer. Weekly project 

meetings were held. Both external and internal evaluations were carried out to 

understand the success rate of the' direct intervention. 

Stabilization: Once the evaluation revealed that the action plan carried out was 

successful, the organization tried to stabilize it. They increased their interaction with 

the community or the target group in order to understand their needs and expectations 

in a better way. The organization encouraged the community to become their partners 

in development. VHAA also tried to motivate its members to sustain the momentum. 

2. Addition of objective: from working only for health to work for community 

development. 

D!ugnvstic: Phuse: It was similar to the above illustration. This issue came up during 

interactions with the target group and the member NGOs. The organization realized 

that along with health, the target segment had other unfulfilled needs too. For 

example, to bring about hea.lth awareness it is very important that they arc educated 

first. 

Action Planning Phase: In the action-planning phase, VHAA at first held discussions 

with the target group and the member NGOs. This was followed up by brain storn1ing 

sessions within their organization to decide on the nature of activities that could be 

considered. The organizational members prepared certain 'Project proposals'· in this 

phase, which were submitted to various funding agencies. The Chief functionaries 

held discussions with these agencies to sec feasibility ofthese Projects. 
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Implementation Phase: Once the Projects were sanctioned by the sponsoring agencies, 

these were implemented by VHAA and the member NGOs. Project guidelines were 

followed to carry out the activities. 

Monitoring and evaluation phases arc similar to the previous illustration. They arc 

unable to stabilize the results yet. 

Success and failures of the OU Process: Till now the organization is successful in 

its chang~ management initiatives and 00 effort, though their strategy to work for 

development is still in the testing phase. The initial results are encouraging. 

Strengths and weaknesses of the 00 process: The involvement of all the 

organizational members in the OD process is a major strength. Another positive side 

is the external and internal evaluation, which is carried out, thus the presence of a 

strong PME, is evident. On the other hand, VHAA should try to involve the target 

segment more in its 00 cflort. Oirecr involvement of the target segment is only 

recent. 

OD Activities related to training: These are mentioned below. 

I. VHAA has a Programm.e Officer y;ho is assigned the job of training coordinator. 

2. OD workshops are held for the organizational members and the partner 

organizations. 

3. The organization arranges vanous kinds o( OD activities like, team building 

activities, capacity building and skills enhancement initiatives, organizational 

building and strengthening, strategic management activities, regular staff 

meetings, project tean1 meetings and core team meetings. 

SWOT analysis: Following are the strengths, weaknesses, opportunities and 

threats ofVHAA with relation to 00. 

Table 4.19: SWOT Anal)'sis ofVHAA 

Strengths Weaknesses 

0 A participative approach IS used 11) • The No written VIS! Oil and 

carrying out work processes. statements exist. 

A good work culture and work climate • Many employees arc not aware 
·0 

1111SSIOn 

of the 

prevails, where people feel at home. 
vision and mission of the organization. 

' • Goals and ohjcctives of the organization • Appropriate planning, rcvicwin'g/ 
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moriitoring and evaluation of activities arc have not been modified to the desired 

carried out. extent. 

• Organizational members are committed • Earlier VHAA did not have any sort of 

towards their work. direct intervention with the community. 

o It uses suitable methods of communication • No team- building activities are carried 

like street plays, puppet shows,. posters, out lor the members of the organization. 

and publications to educate the target o Systematic procedure of environmental 

segment and bring a change m their scanning is absent. 

mindscts. • Limited number of professionally 

o SWOT analysis for ~he organization is qualified people exist 

done by the member organizations and 0 Shortage of manpower exists. 

accordingly corrective measures are taken. • Though the members in the staff meetings 

o Job description, job specification and role 

clarity exist. 

o Transparency and accountability arc 

emphasized. 

o A mixture of both oral and written 

communication is used. 
,-" 

o Conflict is almost non-existent. 

o Flexibility at work 

o VHAA has builr alliances and a strong 

NGO network 

Opportunities 

• 

carry out sel f-asscssrncnt, hul it is .done 

only verbally. No written statements arc 

taken. A systematic method of self­

appraisal is absent. 

No set procedure is available to look into 

the needs of the people rn . the 

organization. 

Threats 

o They are able to cllicicntly utilize their o Lack of clarity of vision and mission may 

strong NGO network to carry out 

developmental activities even rn areas 

where VHAA does not have its presence. 

o The good group and individual dynamics 

prevalent in the organization can help the 

deter the organization 'from movrng 

forward in the right track. 

o Lack of direct intervention by the· 

organization may create a gap with the 

target segment 

o Due to ahscncc of a proper procedure for organization to bring change 111 the 

environmental scanning,. the organization 
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organization. might be incapable of_ appropriately 

o The good relationship with the sponsoring 

and supporting agencies could be utilized 

to procure funds and support respectively · 

to carry out different activities. 

o NGO friendly policies of the g6vernment 

Conclusion 

• 

responding to the demands or changes in 

the environment. 

If the organiz.ation do not look seriously 

into r~defining their goals and objectives, 

it faces a threat of stagnation.· 

• Shortage of manpower and ovcrhurdt:n of 

work may force some good people to 

leave ~he organization. 

Voluntary I Icalth Association of Assam is amongst a ll:w successful N( i( >s. wfu, hav~: 
. . 

tried to build up capacities of other NGOs by providing them the necessary support so 

that they are able to fulfill the common mission of serving the target segment in a 

better way. The organization has build up a good network of alliances with other 

NGOs, and funding and supporting agencies. Though earlier the organization was 

conducting indirect intervention through other NGOs, but now it has initiated direct 

intervention to deliver services to the target segment. Previously VHAA was carrying 

out work only .in the area of health, but now they have extended their activities in 

other areas too. The organization is able to maintairi a good work culture. Individual 

and group dynamics are good. The leadership is very dynarnic. flexibility at work. 

within limits is permitted. People arc clear ab!-mt their roles. ·Though the individuals 

lack professional qualifications, but they are able to professionally manage their work 

and projects. People in the organization perform multiple assignments and hence at 

times they arc overburdened. VI-1/\A will be more successful if cfTort is given towards 

proper environmental scanning and analysis, documentation of their work and 
! 

outcomes, and conducting different kinds of 00 activities like visioning, fonnal 

group diagnostic and team building activities. They must bring changes concerning 

their vision, mission and objectives. The organization needs to be more transparent. 

The organization is likely to benefit if it integrates itselfwith the society in generaL 
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. Chapter - 5 . · .. 

, LESS SUCCESSFUL NGOs: 
THE CHANGE MANAGEMENT 

PROCESS 



For the purpose of this study two less successful NGOs were selected. For selecting 

the less successful NGOs, the criteria used arc as follows: NGOs that were very 

successful previously, were renowned in their area of work and carried high 

credibility amongst its stakeholders, but now these characteristics have greatly 

declined. They are no longer seen as successful and dynamic organizations by the 

stakeholders <md the society in general. Further, they arc those NGOs; who have 

scored poor ranks in the success criteria/parameters in the feedback provided by the 

stakeholders. The two less successful NGOs selected for the study purpose are Indian 
\ 

Council of Child Welfare, Assam Branch and Kasturba Gandhi National Memorial 

Trust, Assam. The Head Quarters of both the organizations are located in Guwahati.A 

brief profile of these two NGOs is presented in chapter 3. In this chapter the data 

collcl:tcd from them arc presented in detail in a format common to both. 

THE INDIAN COUNCIL FOl{ CHILD WELFARE 

ASSAil! STATE BRANCH 

Organization Profile 

Origin: In the early 1960s, the government of India felt the need for an organization 

which would solely work for the cause of child wclbre, one that could guide the 

government in policies regarding child welfare and could liaison between government . . 

and non-government agencies. Development of this area became one of the topmost 

priorities for the government and the country. Thus Indian Council of Child Welfare 

(ICCW) was established in the year 1968 with a government-aided fund. 

Subsequently branches of this organization were forn1ed all over India. In Assam the 

organization came into existence in the same year and is autonomous in its 

functioning. 

Area of Operation: ICCW, Assan1 branch operates in fifteen districts of Assam. 

Vision: The organization does not have a vision statement. The study revealed that 

none of the organizational members could state the vision of the organization. 

273 



Mission: The organizational members stated the mission to be 'Child and Womcn 

Development', but a mission statement was found to be absent. 

Objcctivt;s: The objectives arc laid down jn the constitution of the organization. The 

main objectives arc as follows-

I. To coordinate and render help in the activities related to the development of child 

welfare movement in the state. 

2. To be the link between the ofTicial and non-of0cial agencies/ organi:t..ations at the 

local, town, city, district, division and state level., workii1g directly or indirectly 

for welfare of the children, and to persuade the said agencies to be the members of 

the council. 

· 3. To work as liaison an1ong the voluntary agenctes and between the voluntary 

agencies and the governmental agencies or lkpartments for maximum 

cooperation, eliminating duplication, procuring more resoun:es and ultimatcly 

securing continued improvement in standards of childcan:. 

4. To organize public opinion in the area under its jurisdiction in order to sccun.: 

progressive legislation (related to chil.d welfare), its better enforcement and ·its 

proper co-ordination with similar measure in other state of Indian Union, and with 

the total welfare policies and programmes of the country as a whole. 

5. To organize conferences, seminars, study group, workshop, publish literature of 

topical and long range significance, and to conduct n:scarch with special rdcrcnce 

to conditions within the state. 

6. To 'initiate action for promoting Child Welfare Services 111 neglected area and 

setting up essential pilot projects. 

, 7. ~I'o undertake studies of programmes of member agencies and the community, to 

locate the difficulties experienced in formulating and implementing child -

welfare progran1rnes and joint action. 

8. To influence the fonnati.on of general child welfare policies and programmes 

within the state. 

9. To send delegates to conferences, scm mars, etc. and to co-operate with other 

agencies serving children directly or indirectly within the jurisdictiOJ1 or the state 

territory. 

I 0. To receive grants, donations, fees or subscriptions and manage and administer the 

funds at the disposal of' the state council. 
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, The pron1oters have laid down the objectives. No new objectives have hccn set. 

Activities: The activities of the organization can be presented in tahle 5.1. 

Sector 

Child 

Name of the 

Programme 

ctCrcche 

Programme 

•Integrated 

progra~me 

for street 

children 

oChildline 

programme 

Tuhlc S.l: Activities uf ICCW 

Funding Description of Work 

agency. 

Social Welfare Under this programme. health care. 

department. 

Various 

agencies 

immunization, non-formal education. and 

recreation facilities are provided to 

children belonging to the age group of 

one year to five years. There arc thirty 

four creches 111 operation under ·this 

programme. 
I 

There an: SIX cl:t1lrcs ami three hundred 

children .under this project at six places in 

u6wahati. Non-formal education. 

supplementary nutrition, health services, 

recreational activity. vocational training. 

rehabilitation and referral services arc 

provided to the destitute, deprived and 

the neglected children. Services are 

provided m each centre under the 

supervision of an experienced ·and 

yualilicd street cuucation anu part lillie 

vocational trainer. 
' 

UNICEF and CHILDLINE 1098 ts a nation-wide 

Corporate 

sector. 

twenty-four hours· free phone emergency 

outreach service for the children in need 

of care and protection. It responus to the 

need of the children and links them to 

long term s~:r.vic~:. In (}uwahati it starku 

functioning from the year 200 l.ICCW 
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Family 

\ 

•Family 

Counselling 

Centre 

(F.C.C) 

Social welfare 

Department 

(Assam) has· been. entnfsted the 

responsibility of becoming the nodal 

Centre to run the CHILDLINE 

programme in Guwahati in collaboration 

with NIPCCD. 

The State Council assisted by Assam 

State Social Welfare Advisory board runs 

the F.C.C. It is attached to the stale CID 

(poi ice) headquarters at Ulubari, 

Guwahati. It has been handling the cases 

mostly rdated to familiai disharmony, 

women harassment. dowry. and 

negligence to girl child. 
~--------1-------------~--------------------~~-------------------------

Hcalth ~Mother and UNICEF Umkr this programme the l(,eus is 011 the 

Training 

Child Health health of the mother and the child. 

The activities conducted ti> achieve the 

goal under this project arc: -Sensitization 

meeting, formation of welfare committee, 

orientation in participatory l~aming a.Lld 

assessment techniques on matl:rn:d 

mortality, rcvrew meetings. traditional 

birth alll.:ndanls training, basdine survey. 

, women group meeting. 

oRcproduetivc Voluntary 

Child Health Health 

This progrcimrne rs focused on chi.ldren 
' 

and women of thL: rqmHJucti vL: agL:. 

(RCH) 

oAnganwadi 

Training 

Centre. 

Association of Emphasis ts on building awareness 

Assam 

(VHAA) 

amongst the target group · <,Uld imparting· 

training to the health workers. 

World bank From 1978. Indian Council lor Child 

through State Welfare, Assam State Branch is entrusted 

Social Welfare with the responsibility of conducting the 

Department training progrimm1c for grass root level 
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child wei Jar;:: workers i.e. Anganwadi 1 
workers of Integrated Child Development 

S~rvi~.:e.s Scheme of Government of India. 

This is done through the nine A WTCS. 

Education . Awareness Various 'Awareness meetings· on different Issues 

arc conducted at different parts of the and 

Awareness 

Miscellen 

ous 

meetings 

oS ponsorshi p 

Programme 

oHon1e Work 

Study Scheme 

oLibraries 

oAnnual 

painting 

competition. 

agencies 

Self 

state as well as vulnerable pla~.:cs of the 

city. 

Through this programme, the financial 

assistance is provided to the children of 

economically- backward · · l~:unilies. At 

present f(lrty seven children arc provided 

a monthly scholarship till the completion 

of lligh School. 

Horne Work Study Centers have been set 

up in the District of Morigaon, Kamrup 

and Goalpara, run by qualitied teachers to 

help the children to improve their studies 

particularly on Mathematics and English. 

The organization has a collection of 

books, which are issued to children. They 

also have reading ro·om facility. 

Under this, project assistance is provided 

to children \·VIlO have suflcred due to 

militancy. 

These activities arc conducted to 

encourage talented children. 

Rajiv Gandlii o,Project 

L---------~---·'I_n_t_er __ a_c_·t_··~-r-·o-'u_'_ld_a_t_io __ n__ ·------------------------------~ 
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Partner's Profile 

Employees: The strength of permanent Staff in the organization is ninety-seven and 

that of the Project Staff is one hundred and ninety live in the year 2003. Some of the 

project stalls arc permanent whereas many arc not. Mostly these starts work on 

contractual basis. The detailed break up under the projects is as follows. 

Udisalanganwadi training programme: Field OHicer-one, staff (clerk)-onc (based at 

head office). They have nine training centres cat having Principal- one, instructors­

two, craft teacher-one, hostel warden-one, accoUI'ltant cum clerk-one and guards-two. 
. . \ . 

Thus for nmc centres they have seventy-two ~coplc; Street chi/clrcn programme: 

coordinator- one, street educat~r- one, vocational trainer..:one, helper-one. They have 
. I 

I 
five centres hence the total manpower in this pr~)jcct is twenty; Family Counselling 

I . 

I ' 

Ce nlre: l:oorJ i nat or-om:, l:ounsdor-1 \',io, m:coun
1
tant c IIlli I ypist·nnl'; /{'"/If' III ltwt il•t·. 

Child Heallh: coordinator-one, field level orticc~-two; Child Une: coordinator-one, 

paraprofessional- one, team member-eight, volunt~er-two; Creche: creche helper-two, 
I 

helper-one. They have creches in every district :of Assam; ,\'an•a ,\'hikslw Ahh~jan 
I 

. (SSA): Coordinator-one, project assistant-one, ficl
1
d worker-seventy· seven. According 
I 

to the information provided by the NGO in the m~nth of June of the year 2005, there 
. I , 

. are sixty three full time staff and twenty seven: part time staff apart from several 
I 

honorary workers. I . 
Target People: It is comprised ofwomcn, child~en and th~ community in general. 

I 

The members of the organization regularly visit the target segment. Regular feedback 
I 
I 

is obtained from the target segment, which helps in prioritizing of their needs, 

planning of work through participation, and :assessing their response to the 
I 
I . . 

developmental initiatives of the organization. There exists scope for improvement of 
, I 

. I . 

relationship with the community to which the target segment belongs. 
. I 

Sponsoring Agencies: Their projects are funded! by the government agencies like, : . 

Ministry of Social Welfare, Ministry of Social Justice and Empowerment, Ministry of 
i 

Child Welfare, Sarva Shiksha Abhijan etc. Very i few non-profit organizations like 
i . 

Voluntary Health Association of Assam arc asso:eiated with the organization. The 

organization needs to look forward for funds other thw1 the government. Substantial 

efforts are not made by ICCW for getting the consent of funding agencies to sponsor 

their work. Rather it expects the· sponsoring organizations to approach them of their 

own. This attitude needs to be changed. 
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Supporting Agencies: The -organization is supported by ugcncies like NIPCCD, 

Gyan Yigyan San1iti Assam, Voluntary Health Association of Assam, SSA etc. 

Promoters: There were twenty-nine founding members. ~)m: of the promoters, Smti 

Amiya Chaliha, is the present president of ICCW. Government of India was 

instrumental in establishing ~his organization. 

Net working: Only recently networking with other agencies both government and 

non-government have been initiated with a. project entrusted by Sarva Shiksha• 

Abhijan, and linkages are established with other non-governmental organizations like, 

Voluntary Health Association of Assam, Bosco Reach Out and Gyan Vigyan Samiti 

Assam. 

Social workers: Some eminent citizens from the society are involved in the 

organization's activities on voluntary basis. They hdp the oq.'.alliJ.alion in carrying 0111 

its activities. 

Management Process: An Overview 

Planning: Activity/Programme Planning is the foremost in planning. Annual action 

plan is made activity wise. Most of these action_ plans are made by the sponsoring 

agencies. No reschedul.ing can be done in these plans. Planning is also included while, 

. designing projects. The field Otllcer sits with the Pi·oject Coordinators for framing 

the plans,. who in tum sit with their staff in order to ch;:tlk out plans. Action plans are 

made day wise by the Coordinator, District Resource Person and the Field Officer 

collaboratively. Different action plans are made for different kinds of job. The plans 

are implemented according to the project guidelines (given by the sponsoring 

agencies or formulated by the organization). 

Organizing: -The Organization Structure of ICCW can be represented by the 

following chart (fig.5.1 ). 
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GeneraL Body 

Executi1 Committee 

I 

President General Secretary 

I 

Working President District Council oint Secretary (two) 

Vi<.:~: Pr<.:sitknt (three) 

Projecl raj] 

Field Officer 

Coordiltor 

Volunteers 

Fig. 5.1: Organization Structure of ICCW 

Nucleal sra.ff 

Org:mizcr 

' (Office Records) 

I 
Accountant 

Typist 

I 
Peon 

l. The Executive body is the highest authority. All ma_1or decisions rcqmrc its 

approval. It is comprised of all Oflice Bearers of the State and· District Council, two 

representatives from each District Cow1cil, two corporate members, three other 

members elected from among the members of the State I District Council at annual 
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gen~..:ral meeting, members with special knowledge in. Child wclrar~ and fom1cr 

presidents of the ICCW of Assam· state branch as ex-office membt.:l's. The Executive 

Committee has the power to set up a Standing Commillec for condtJ<.:ting the day to 

day business of the. Council. The Standing C-9mmittce would exercise such powers 

and functions that are laid down in the standing orders. In addition, the Executive 
.. 

Committee may by resolution delegate to the Standing Committee any of its powers 

/ and functions under the rules, except those which arc required to be performed by it 

under the rulc_s. 

2. The job of the President is advisory in nature. The duties of the President is to 

preside over the meetings of General Body, Executive Committee and Standing 

Committee; to· further the policies of the council with all concerned ai1d to take such 

steps from time to time as may ht.: rH:ccss;try f(>rfurthcring the aims and ohjt:clivcs of 

the council; and to tour the state and the Distrid Co~mcils. ThePrcsidt:nt's approval. 

on all important matters related to the organization is essential. The ·Working 
) . 

President and the Vice President work on behalf of the President if nominated by him 

or her. They carry out the functions that are delegated by the President. The Working 

President is ass_isted by the General Secretary in the day to day operations of the 

organization. The activities of the organization m·c jointly monitored with the General 

Secretary. Further she helps in generating funds for the organization and is an 

important part of\the decision making process. 

3. The General Secretary is the Chief Executive of the council ::u1d is responsible to 

the Executive Committee for the execution of the policies and progran1mes of the 
\ 

council in accordance with its aims. The other responsibilities arc to submit the 

Armual Report ami Periodic Progress Reports of the work of the State Council from 

. time to time; to delegate such powers and duties as may be deemed necessary for the 

smooth functioning ofthe office to one or more ofTicers of the council; to visit various 

District Counciis from time to time and guide their work; to organize new District 

Council wherever necessary. The job of the Joint Secretary is to assist the General· 

Secretary in his or her ofTicial work. 

4. The duties of the Treasurer are to assist the State Co unci I in rmsmg funds, 

supervise and maintain the entire accounts ofthe State CounciL advise on all financial· 

matters of the State Council, submit the Audited Annual accow1ts- and Budget 

Estimates of the State Council in consultation with the President and the General 

Secretary. 
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5. The Project StatT constitutes of a Field Ollicer who supervises few projects, the 

·Coordinators of the different Projects and the volunteers. They arc responsible for 

planning the activities related to the specific projects in consultation with the General 

Secretary. They arc also responsible for monitoring the activities ;.md adhering to the 

control measures. The Volunteers are the field level workers, who work at the grass 

roots level. 

6. The nuclear staffs arc those responsible l't>r carrymg out the orticial work. 

Prominent among them is the Organizer whose main job is to maintain and keep a 

track of the official records. 

7. The District Council consists of a District committee. These committees are formed 

at the respective District Headquarters with the members who are the local people of 

such places. These Committees will advise the Executive Committee on matters 

relating to their districts. 

Staffing 

Recruitment: For most of the paid jobs. individuals are selected by the process of 

placing advertisements and conducting interviews. Government guidelines ·and 

Project guidelines are followed by the organization for this purpose. 

Professional Inputs: Professionals with Home Science, Social work/ sociology, 

education, psychology and comrnerce backgrl1unds arc inducted in the organization. 

Role Clarity: Orientation and refresher course, and skill based training arc organized 

to bring about role clarity. After appointment, role I responsibilities are being 

intimated to everyone. Though job descriptions are absent but written Job 

Responsibilities are given to the coordinators. 

Directing/Leading 

Leadership: Though the leadership is participative to some extent but it is unable to 

motivate the members sufficiently. The leadership is unable to devote sufficient time 

to the members and hence a dearth of able guidance is felt by the individuals working 

in the org<mization. As the tenure of leadership is short, it is unable to make a greater 

. impact on the organization, its members, the organizational policies and strategies. 

Moreover the decision- making is not fast. 

Commzmicalion: Communication is carried out verbally within oflice through 

telephone and interfaces. Verbal discussions arc held within the progr<Ull staff. Every 

Saturday the coordinators sit with their team to discuss work related issues. Many a 
' 

times these <ire also participated by the Secretary. Written Communication is carried 
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out with 'field and the outside ageqcies through, letters, fax, cmails and District 

Reports that arc prepared by the coordinator or the field officers. Aller field visits, 

written reports are submitted. 

In projects like that of UNICEF, SSA and RCI-1, iicld visits are paid by the 

coordinators wherein different problems are discussed 'with the volur\teers and the 

target segment, and suggestions are provided. Decision making is carried out through 

discussions with the Secretary, but for many decisions it is ultimate!~ taken by the 

Secretary. Regular field visits are given by the. General Secretary. She is sometimes 

accompanied by the President and other members of the executive Committee. 

Contro.lling: Monitoring and evaluation of work is ·~one by asking for feedback (at 

least once in nine weeks). Every Saturday the directors of nodal (ICCW) and 

collaborator (NIPCCD) agencies meet at CHILDLINE office with coordinators, team 

members or CIIILDLINE projcd to review the activities ut' the project a11d tu pledge 

to work together as a family. Regular· supervision of the work is carried out by the 

Coordinators /Supervisors and Secretary. Written reports arc submitted by the District 

Secretaries and the need for improvement, modification and correction is stated. 

The SSA project has a well devised monitoring and evaluation system. Iytonitoring 

and evaluation in case of the said project is· conducted in the following way. 

Meetings are held every fifteen days with the volunteers to discuss their problems. 

Sharing in the meetings is followed by group discussions, which are feedback 

sessions. Field visit is given by· the SSA Supervisor and the District Inspector (of 

schools). Monitoring formats exists, which is filled up by the volunteers after a period 

offifteen.days. Monthly reports by Coordinators are submitted to the Secretary. 

Individual Dynamics 

Organization culture: To work for welfare and the poor, dedication, in being non­

prolit and non-political in characteristic, are some of the values that arc held by 

lCCW. Collaborative work and a friendly work cultun: are rdkctcd at the staff 

level, but while dealing with the office bearers it is more formal and a distance is 

maintained. Working climate is conducive. an~ usually without conflict, baring a 

case of a lady member who held the aspiration to be selected for an oflicc bearer's 
~ . 

position. She tried to create conl1icts and an unh0althy atmosphere in the 

organization to serve her purpose. But, she was tem1inated by passing an executive 

body resolution. 
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The ollice hearers arc senior members, who arc elderly. unable to attend the oflicc 

regularly and give appropriate amount of time lor organizational work. This cause 
I 

delays in the activities and specially the decision-making process. Though the young 

group of staff is enthusiastic, but gradually their morale is going down as they feel 

the lack of proper guidance and support to carry out their work, especially at critical 

times. Thus the level of motivation is low except for certain projcds like SSA, where 

the individuals arc motivated by the funding agencies. 

The staff and the members were unable to state the objectives of the organization. 

though those working in projects could relate it to th~ir own area of work. Objectives 
' ' 

are referred when proposals are made or when some work is taken up. An illustration 

can be cited in this context. When the coordinator of Sarva Shiksha Abhijan(SSA) 

project was asked about the mission and objectives of ICCW he could state only for 

his project which is as follows-

Mission: Universalization of elementary education, which is actually the mission of 

SSA and only one of the objectives of ICCW: The objeCtives stated by him were those 

ofSSA. 

lt was observed that the Project Coordinator of SSA was very committed to his work. 

·But he was speaking as if SSA is the institution primarily for which he is working 

rather than ICCW. He was very motivated and inlluenced by his work, the target 

segment, the orientation programmes of the sponsoring agency and the sponsoring 

aget1cy's onicials. 

Contribution of the individuals: The founding member Amiya ctlaliha and the present 

working president, Anjali Baruah had great contribution towards the organization. 
I 

They were very committed towards their work in bringing this organization to the 

forefront of development. The contribution of some members is enormous in getting 

the projects recommended in the name of ICCW. The contribution of the General 

Secretary, President, and Working President is high because of their dcJication 

towards social work. They are also the most inl1ucntial· persons in the organization 

because of their knowledge, work and position. 

The il?/luentiallpowerjld persons: The most influential persons in the organization as 

perceived by other members arc,· Smiti Sahita Baruah - (iencral Secretary, Smiti 

Anjali Baruah- Working president, Mr. D. Dutta - Ficld Officer and Smiti Nibedita ., . 

Hazarika - coordinator in charge of SSA. Where as the fonner two arc dynamic and 

dedicated towards their work, Mr. D. Dutta is knowledgeable and expert in some 
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areas. Smiti N. I-l?Zillika overviews the activities of SSA and possess knowledge in 

that area. 

The organization IS not dynamic rather tlu:re is inertia in its functioning. SWOT 

analysis is not carried out for the organization and its people. Perfonnance Appraisal 

system does not exist. 

Grou_p. Dynamics 

Types of groups: The different types of groups or teams that exist in the organization 

are the Project Team, office staff team, ·honorary members, Ward Education 

Committee, School Managing Committee, Local Council and the Executive Body . 
. · 

The project team is involved in carrying out fieldwork, field-related decision making 

and problems solving. The honorary mernbers specially the office bearers are the 

prominent people responsible for making decisions and solving organizational 

problems. 'Ward Education Committee' in each district is formed according to the 

government guidelines, and is comprised of the leading citizens. Regular discussions 

with this committee are held especially in case of solving problems and carrying out 

special campaigns like enrolment drive, which are attended by the Secretary and the 

other Office Bearers apart from the program staff. 

Contribution of the partners: ICCW has a limited number of partners. Its relationship 
\ 

with them is good. They have considerable contribution towards the organization. 

This aspect is discussed below. 

Target Segment: The Target Segment help the organization to select the committee 

members (village level committee); assist the organizational members in arranging 

and conducting awareness campaigns; help the organization to improve relationship 

with the community and encourage the memhcrs from the community to participate in 

motivational camps; extend support to the mission and objectives of the organization, 

for example, sending their children to school etc. Limited effort is given by the 

organization to tind out the needs of the target segment. 

Sponsoring agencies.~ The sponsoring agencies have a good relationship with the 

organization. For example in the Sarva Shiksha Abhijan l'rojcd (SSA), ICCW is in 

constant touch with the SSA office through the District Resource Person (Government 

Representative). 

Supporting and sponsoring agencies: The supporting agencies assist the organi?.ation 

in framing the guidelines for carrying out work, and conducting training programmes. 
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'Team Building' activities arc conducted tH.:casionally both project w1se and 

collaborati vely for all at the behest of the sponsoring agencies. 

Promoters: The promoters help the organization in collecting funds. They also extend 

their honorary service towards it. 

Social Workers: The help of local leaders and Social Workers is sought at the village 

level. For example in projects like SSA, help /support of people from Ward Education 

Committee, School Managing Committee, Local. Council (all constituted by 

Government) is sought. They help in solving problems related to the community or 

the target group .. These people act as messengers, assist lCCW in con.ducting . . 

awareness campaigns and in -convincing people to accept and participate in the 

activities ofthe organization. 

Clu~nge Management- Evolutionary Process 

Clu•ngcs undergone: ICCW has hardly adopted any change exu:pt inclusion of 

certain activities at the request of the funding agencies. Change related· issues arc 

discussed very informally. In the year 2002, a meeting was held to discuss some 

issues related to change in organizational policy specially one concerning the tenn of 

leadership. The other issue was related to difficulty of finding good people to work on 
I 

honorary basis for the organization. Ironically, this meeting did not lead to any kind of 

change. 

Changes needed: The members expressed that there is need to 'recruit professional 

people in order to take up income generating activities. More skill enhancement 

programmes need to be conducted by the organization and the employees should be 

assured of more job security. The organization should inculcate enhanced dynamism 

and the leader should be able to devote more time to the workers. They feel that 

ICCW require a paid employee, who should act as the full time coordinator of the 

organization. Though now this is the responsibility of the General Secretary, but her 

tenure is only for two years. By the tim·e she _gets adjusted to her responsibility and 

starts doing some meaningful work, her tem1 nears completion. Further experts in the 

area of 'Child and Women Development' are required. In future they would like to 

start up a training project for -housekeeper with special focus on Shelter Home and 

Orphanages. They need to accelerate their work towards strengthening educational 

and cultural values. Last but not the least. they wish to increase their activities in 

different districts by taking up work in newer areas. 
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00 Process and Intervention 

Limited 00 Process and interventions are carried out in the organization. Ollcnthese 

are not utilized to obtain any useful information. These are discussed below. 

· Tlte Diagnostic Component: This can be depicted with the hdp of luhlc 5.2. 

Targets 

Total 

Organization 

Homogenous 

groups 

Dyads 

Individuals 

Supra system 

Table 5.2: Diagnosing Organizational subsystems 

Issues 

Annual feedback. 

Problems, PME 

Interventions 

Apart from the Annual General 

Body meeting, they hardly have 

made any effort to involve the 

whole organization. 

(including Review meetings, group 

feedback), decision making etc. discussions, Executive Committee 

Feedback, planning. · 

Feedback 

00, resource 

meetings, Standing ( 'orru11illce 

meetings, Oistrid Committee 

meetings, Ward Education 

Committee meetings, Project 

meetings. 

Review meetings, meeting between 

the General Secretary and the 

ProjeCt Coordinator/President, the . 
Field olliccr and the Project 

Coordinator etc. 

Verbal discussion, feedback report, 

planning, Sensitization meetings, women 

organizational problems, group meetings~ revrew meetings, 

feedback, change etc. discussions and studies. 

No special effort towards environmental scannmg ts g1ven. lnf(mnation related to 

changes in the environment is obtained from the funding and supporting. agencies 

during participation in the seminars/workshops and from the studies undertaken by 

the organization on their target group. 

Action Planning: Action planning is participative. It has been already discussed 

under the head 'Planning'. 
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Progmmme Management: Programme Management that is, the implementation, 

control and stabilization of the action programmes ami the outcomes arc focused by 

adhering to the monitoring and control measures. 

Illustrations: The above can-be explainl':d by using some illustrations. But they relate 

only to problems, as examples of change arc scarce. )"hey arc discussed bdow. 

1. The problem related to the construction of a Harijan School. 

·2. The problem related to the construction of a Childline Office. 

In both the above cases, the plots of land were situated in Guwahati city and were 

donated by the Government to the organization several years · ago. They had 

temporary buildings. When ICCW atten1pted to construct pemwnent structures, it was 

heavily opposed by the residents/community adjacent to these, which later turned 

violent. / 

In case of '(I)', the people were instigated hy some political parties to lik a case 

against ICCW in the court. 

Problem Diagnosis: In both '( 1 )' and '(2)', the diagnosis of the problems was done by 
t . . 

convening an Executive Committee meeting. 

Action ]}fanning: In case of'( I)', the Executive Committee resolved to light the case. 

Subsequently discussions were also held with the advisers of ICCW and the District 

Administration regarding the action which could be taken. 

Action Implementation: In case of '(I)', the organization won the case. In case of 

'(2)', the organization with the support of its members, the District Administration, 

the Police force and its well wishers worked day and night to safeguard the place and 

construct the premises of the 'Child Line office'. 

Monitoring, Control and Stabilization: ICCW used their power to solve the problems. 

In all these efforts the community was not at all involved. The community who 

opposed the move of ICCW had to bow down to the power or strength of the 

organization. Later, when the organizatiori involved the social workers, it was able to 

. gain the confidence of the community. Grac;lually the community w1derstood that the 

organization had a noble purpose of serving the underprivileged in the society and 

they turned out to be less hostile at first and then cooperative. The organizational 

members also joined the social workers in this effort. 

· 3. Problem related to resistance of people towards ICCW's attempt in educating child 

labour. 
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Diagnosis 1: This was initiated .by the funding agency (SS!\ mission). In this effort 

they involved the supporting agencies, the social workers, other NGOs and the Project 

team of ICCW (responsible for SSA project). This revealed that people were scared of 

getting caught. in using child labour, for example ·.in households, garages, hotels, 

shops etc. Further they believed that once these children arc educated they will leave 

the jobs. 

Action Planning 1: This was done with the involvement of the members of the funding 

agency (SSA mission), the supporting agencies, the social workers, other NGOs and 

the Project team of lCCW (responsible for SSA project). 

Action Implementation If: A number of awareness campaigns and motivational 

workshops to change the mindset of the society and the target group were comlucted 

by the social workers, volunteers and the organizational members. 

Monitoring and control: This was done through regular field visits. analysis of 

reports, monitoring the enrolment drive, holding feedback sessions etc. The results 

were not found to be encouraging. Hence, 'Action Panning' was carried out again. 

Diagnosis II: lt is similar to 'Diagnosis I'. Here the organization tried to look for 

reasons for failure of their previous actions and attempted to remove them through 

new action. 

Action Planning //: It is similar to 'Action Planning I'. They tried to imbibe certain 

modifications in their earlier plans. They pledged to become more aggressive in their 

approach. 

Action Implementation II: In this phase, the volunteers adopted two methods, 

a) They tried to approach a particular neighbourhood and resumed classe,s for the 

deprived children. 

b) If the guardians or the owners refused to cooperate, they were warned for stringent 

measures (to be taken by the District administration). 

Moniloring and Control: ICCW has just initiated action 'a', for which monitoring is 

done through field visits. Controlling measures have not been imposed seriously. 

Success and Failures of the OD Process: Most of the above illustrations were 

mod~rately successful. They failed to involve t~e organizational members fully and 

completely ignored the community and the target segment at the initial stages. That is 

why in most of the cases their 00 process was not successful. They had. exhibited 
. I 

power rather than perseverance. 
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Another case of failure is the org<mization 's ability to get teachers for the Schools 

earmarked for SSA. Many of the teachers .who have been transferred to thcs(f schools 

from other government schools are able to get their" tr~sfer orders cancelled through · 

. some influence. l-Ienee, it has created a problem to the organization because it is 

unable to continue the mission of SSA with a handful of teachers. Though the 

volunteers of the organization have been working day and night to fill up this gap, but 

still a huge shortage of teachers remain. Discussions to sort out this problem are in 

progress with the government, social workers and funding agency (SSA), hut they arc 

not yet successful. 

Strength and weakness of the .OD process: The major strength of the OD process is 

having periodic meetings or feedback sessions, which provide the scope for 

involvement of its members in this process. The weaknesses are that its members are 

always not involved in the.OD process. Sometimes hurried decisions arc taken hy the 

executive commillcc and the action planning is imposed on them. The target segment 

is not involved in the OD process. There is lack of expertise in the area of 00 in the 

organization. Except for a few projects their monitoring and evaluation in general ~s 

weak.· 

Organization Development activities related to training: The different OD 

activities are the· various seminars, workshop, training courses attended by its 

members. These are presented below. 

1. Project staff under UNICEF Project had attended the training progran1me on 

Capacity Building on Project Planning and Programme implementation of nodal 

agencies and RCH Partners organized by YHAA. 

2.The General" Secretary and the Coordinator of Child Line had participated a 

workshop on juvenile justice act 200 I, organized by'NIPCCD. 

3.The General Secretary had attended a workshop on 'National· Initiator on Adoption' 

sponsored by Ministry of Social Justice and Empowerment. 

4.The Coordinator of UNICEF project on Mother and Child Health had attended the 

training programme on 'Pro jed Formulation and Implementation' organized by 

International Service Association, l3angal-ore. 

5.Two office bearers had participated the orientation course- 'Appropriate practice for 

child rearing to selected members and women bodies'. 
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6.Two project staff from UN'ICEf projctt on Mother and Child and Anganwadi 

Training Centre, Guwahati, ·participated in a worksh(>p 'Skill Training in imparting 

Nutrition and Health Education for VOs' organized by NIPCCD, Guwahati. 

7.NIPCCD organized a 'two-day orientation training' for office bearers of Family 

Couns~ling Centre. 

8.Mr. D. Dutta, Field Officer ICCW had ,participated m the 'Course on Project 

Development and Management for NGOs' held at NIRD, llyderabad. 

9.Two members had attended a workshop of on 'llum~m Empowerment' organized hy 

Social Welfare Advisory 13oard in Gt.iwahati. 

10. Two executive members bad attended workshop on Reproductive Health issues 

organized by VHAA. 

11. The Vice-President of ICCW had attended the 'National Conference on the 

Child', held in New Delhi. 

Jlrojcct-\visc 0 I} activities: 

1. Project on Mother and Child Health 

It included, 

a) Training oftrainers, i.e. the nurses, doctors, traditional birth attendants (Tl3A) and 

volunteers by reputed resource persons. 

b) Orientation of Participatory Rural Appraisal Technique and identification of 

community leader, TBAs, common diseases etc. 

c) Sensitization meeting and formation of village Level Health and Referral 

Committee. 

c)· TBA training conducted at the civil hospitals under the Supervision of hospital 

Superintendents. 

d) General meeting of Village Level Health and Referral Committee. These arc 

organized at the village level of the targeted blocks. These committees wmprise of 

the Gaon Panchayat members, Gaon Burha, Anganwadi workers, trained TBA, nurses 

·and Social workers. 

2. Project on Child tine 

a) Training for Police, medical ~md other Government services organized by ICCW 

and NIPCCD to handle issues related to child. J 
I 

b) Time to time orientation and training progranm1cs for the Child Line Staff are 

organized to keep them updated and motivated. 

c) In house training is orgmtizcd for the Programme staff in related topics. 
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3. Family counseling Centre 

a) The counselor in charge of the centre had attended a two days workshop on 

'Family Counseling Service-- need for professionalisation', organized by Central 

Social Welfare Board at New Delhi. 

b) The counselor had attended a ten days training course on 'ori~,;ntation training for 

counselors of Family Counseling Centre' organized by Assam' State Social Welfare 

. Advisory. Board , Guwahati. 

c) An in house training for counseling the street children was attended by counselors. 

4. Sarva Shiksha Abhijan(.)SA) 

Training is imparted by SSA to the Project workers, coordinators and District 

Resource Persons. They in tum impart the training to the workers down the line. 

SWOT Analysis 

An analysis of the organization's strengths, weaknesses, opportunities and threats is 

done with reference to change managcment/OU. This is presented in table 5.3 

0 

0 

0 

• 

0 

• 

Table 5.3: SWOT Analysis of IOCW 

Strengths 

Its long years of experience. • 
It has the support of • 
government machinery. o 

Effort IS g1ven to some • 
amount participatory o 

planning, monitoring, 
evaluation arid feedback of 
work. o 

Written job descriptions arc 
given to the coordinators of 
the projects. • 
Good working climate 1s 
prevalent tn the • 

favourable 
organization. 
Moderately 
individual' and group 
dynamics persist. 
The project staff is young • 
and hence full of vigour and 
enthusiasm. 

Weaknesses 

PME system is not very crticient 
Absence of a full-time Office Coordinator 
Short tcm1 oftenure ofthe General Secretary 
Absence of vision and mission statements. 
The workers/employees are not aware of the 
vision 

1
and not clear about the objectives of the 

organization. 
Objectives remain as· it was laid down in the 
constitution thirty-six years back. No new 
objectives have been added. 
The organization is conducting very limited in­
house organizational development activities. 
Most of the onicc bearers, the Executive Body 
and the members are involved on part time basis. 
They are honorary members. Hence, the 
organization has ceased to be dynamic and 
flexible. 
ICCW has failed to become a grassroots 
organization. Rather _it has a public· image of a 
government-backed organization more than an 
NGO. 
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Strength~ Weaknesses 

t---------------1-------·--·-----·--·-.------------
• Most of the communi'cation within the 

organization is carried out verbally and hence 
many important things are missed out. 

• In solving many of the problems, especially 
those related to the target segment, power of the 

- government machinery is used. 

Opportunities 

o Managing Change IS not seriously thought 
about. 

o The organization lack professionals in the area 
of Women and Child Development and 
management, for example project management, 
NGO management etc .. 

Threats 

o The organization's proximity • 
to the government can be used 

The increase in ·number of NGOs has lead to 
competition for resources, both human and 
capital. to. get projects funded by 

government or government 
aided agencies. 

o It can mould its young 
employees, in new activities or 
new projects. 

o Increase of global initiative on 
development of women and 
child. 

o Society's trust on NGOs to 
bring development. 

Conclusion 

• The organization's .inability to cope with the 
demands and expectations of different 
stakeholders and absence of environmental 
analysis system might pose a· threat to its 
existence. 

o The absence of an able leader is likely to lead to 
a disastrous result. 

o Some people with vested interests try to 
instigate the community against the activities of 
the organization. 

• If the organization docs not give a thought to 
manage organizational change, it will 
eventually die out. 

ICCW is the first organization of this region as well as the country that was 

established solely to work for development of children. Though it was set up as an 

NGO but it was fortunate to ~et govenunent's patronage. The promoters of this 

organization and the office bearers arc prominent people. They have contributed a lot 

in arranging funds for the organization. It could have hccn in the ll.1remost of child 

welfare movement in the state, but it \Vas obscrv~.:d that the organization is pcrli.:>rming 

far below than its potential. It does not have the earlier reputation. The organization· 
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doesn't have VISIOn and missiOn statements. The. individuals arc unaware of the 

organ~zation's vision and objectives. It has a presence all over the state and good 

manpower strength, but most of_ the important positions are held by the honorary 

members who are unable to give full time to the organizational activities. Further 

many of the members aic aged. The young members who arc appointed against 

projects though are enthusiastic about their work, but are highly frustrated about the 

system, and have expressed the absence of a leader to motivate them. Further they do 

not have adequate job security. All these have lead to a system, which is not eager for 

chai1ge. This also has created certain problems in_the individual and group dynamics. 

Apart from the project review meetings and certain training programmes organized by 

the sponsoring and supporting agencies, they do not conduct any· 00 exercises of 

. their own. Their decision making is limited to a few people and the target segment are 

not adequately involved. Their change related interventions arc negligible. Previously 

they had monopoly in their area of work, which is not so today. New NGOs have 

emerged in its area of work, which have professional expertise and managerial skills 

to undertake high level of work. Thus ICCW m_ust seriously think about leading and 

managing change in their organization in order t~ gain its lost glory. 
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KASTURBA GANDHI/ NATIONAL MEMORIAL lfRUST . . 

(ASSAM) 

Organization profile 

·Origin: After the death of 'Kasturba Gandhi', wife of l~tthcr of nation Mahatma 

Gandhi, in the year 1944, the personalities like Madan Mohan Malviya, ·Thakkar 

Bapa, Sarojini Naidu, Sushila Nair to name a few, thought about a plan to 

commemorate her life. Thus, Kasturaba Gandhi National Memorial Trust was born in 

that year at Sewagram; Wardha . Yinoba Bhave was the main motivating and guiding 

force .after Gandhiji. Many activities were undertaken under his influence and 

presence. The promoters felt that the organization should have nation wide presence 

to carry out developmental work with a focus on women and thus fulfill the dream of 

Kasturba Gandhi and Mahatma Gandhi. l-Ienee, a· need was felt to establish a 

Provincial Office of Kasturba Gandhi Ashram in Assam. 

Gopinath Bordoloi, Amal Prova Oas, Or. llarikrishna Oas, !lema Prova Oas, 
1 

Dr.Bhubaneswa Baruah were instrumental in establishing this organization in Assam. 

The work of setting up. the organization at Sarania, _Guwahati in a plot of land donated 

by Dr. Harikrishna Das was entrusted to Amal Prova Das. Thereafter the Gram Scvika 
/ 

Vidyalaya was set up. Provincial office and Workers Training Centre were formally 

established on 9th of January, 1946 by Gandhiji. After a );ear of training, the field 

work commenced from 1947. 

Area of operation: The organization operates in Assam, Mcghalaya and Arunachal 

Pradesh. There are twenty Gram ·seva Kendras under this organization at present 

nan1ely, one in Arunacal Pradesh, sixteen in Assam and fourteen in Meghalaya. 

Vision: The organization docs not have a written vision stutcmcnt. nor could the 

members state it. 

Mission: The mission of the organization is to work for the development of the rural 

women and children. This is implied in the organizational literatures . 

. Objectives: The objectives of the organization are to-

1. Take up such social service programmes that would bring succour to the 

sufferings of poor, needy mothers and children of rural India. 

2. Establish dispensaries, health -care centers, child welfare centers and leper homes 

etc. for women and children in backward villages. 

3. Take steps for maintaining a clean environment for women and children. 
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4. Take preventive measures against diseases. 

5. Endeavour m providing pnmary ed.ucation facilities to the rural women and 

children 

6. Impart training in artifacts, village industries and other occupational arts. 

7. Take up such programmes which would help in successful attainment of the above 

objectives or by which women and children could be motivated to co-operate in 

the activities of the organization. 

Mission and objectives were set by the promoters. No changes have been brought 

about. 

Activities~ The activities of the organization are depicted by the table 5.4. 

Sector 

Training 

Table 5.4: Acth·itics of KGNMT 

Name of the Sponsoring 

Programme agency 

olncomc Various 

generation agenctes 

D~scriptio~ of work 

Training 111 collage imluslrics. collon 

spmnmg, weavmg. tailoring, bee 

keeping. fam1fng. mushroom culture, 

agriculture, pisciculture, poultry etc. 

oPanchayat Social Welfare Training is conducted for newly elected 

training Department 
I 

lady Presidents of the Panchayat. 

Training ts imparted to the 'Gram· 

oGram Sevika Social Welfare Scvikas' or· the grassroots workers to 

Training Department 

oLeadership 

and Capacity NIPCCD 

Building 

Programme 

oMisccllancou 
Various 

s 

enhance their skills in order to serve the 

community in a better way. 

Under this programme the youths arc 

trained to take leadership in the socicly 

ami to develop themselves· for this 

cause. 

Training IS conducted 111 the area of 

worncn wclrarc. prcprimary. education, 
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adult education, health and hygiene. 

Relief Community and Relief work is conducted during flood, 

vanous · earthquake and m violence effected 

agencies. areas. 

Awareness oPadyatras Self and Padyatras or march by foot Is 

Women 

... ' 

Health 

Literacy 

Youth 

Economic 

community. 

oMeeting and Various 

workshops Agencies 

oStrec Shakti Self 

Jagaran 

Sanmilan 

oW omen 

welfare 

Reproductive Voluntary 

Health care Health 

conducted to spread the message of 

gt>odwill, pcat:c, ltarlllony and non­

violence. 

Meetings and workshops are conducted 

to bring awareness on difterent social 

Issues. 

Women cmpo-.verrnenl conkrcm.:es 

called Stree Shakti Jagaran Sanmilan 

arc organized. 

Trainings are organized under this . 

programme to realize welfare of 

women 

A ware ness IS generated on Issues 

related to Reproductive He~lth, and 

association of healthcare IS facilitated to the 

Assam. 

Literacy Various 

campmgns Agencies 

Youth Camps Various 

Agencies 

population m the reproductive age 

group. 

Campaigns are conducted amongst the 

target group to spread literacy. 

Canips are organized for the youth to 

make them better citizens tomorrow, 

make them aware of the different social 

issues, on Gandhian thought etc. 

Micro-finance State Institute Under this programme Self-llclp 

of rural Groups arc formed to whom loans arc 

Development 

(SlRD) 

given to generate economic activities. 
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• 
Partner's profile 

Empl~yccs: In the twenty-one centres, they ~ave a combined manpower of sixty­

thr'cc workers apart from the horiora:Y members. The strength of full time worker is 

'fifty- nine, who work in the twenty-one centres of the organization. There are four 

part time workers. Ti1e NGO also usc the services of two part. time helpers in the three 

creches run by it, the salary_ of whom is paid by the government. 'Sevikas' or the 

volunteers and trainees are also involved with the o,rganization, whose number varies 

from time to time. 

Target J>eoplc: The target segm_ent is c.omprised primarily of the rural poor women 

and children in its area of operation. Now they have also added the youth and the 

needy. Relationship with the target segment is very good. 

Sponsoring Agencies: The organil'.ation is fa<.:ed with fund <.:rum:h. They depend on 

the main fund pool of the Kasturba Gandhi Memorial National Trust. Emphasis is 

now laid on self sustenance throu¥h income generating activities. Now majority of . 

units are self sufficient. Income from each centre comes through weaving, mushroom 

culture, kitchen gardening, fanning, cow breeding and milk. production, silk worm 

rearing. Limited government support was received earlier, which is now almost non­

e~istent. The government agencies funding and supporting them were Department I 

Ministry of Labour Welfare, Tribal Area Development and Social Welfare Board. 

Other sponsors are State Institute of Rural Development (Sllill), Voluntary Health 

Association of Assam (VHAA). 
. I . 

Supporting Agencies: Apart from Kastruba Gandhi Memorial National Trust, the 

organization is supported by some other agencies like Social Welfare Department, 

SIRD, NlPCCD and few other NGOs. For example, recently Voluntary Health 

Association of Assan1 has collaborated with them in Reproductive and Child Health 

programme. 

Social workers: Members of different NGOs like Stree Shakti Jagaran, Yuva Matri 

Samaj, Shanti Scwa and many mcn1bcrs from the community/society arc involved 

withthe organization. 

Promoters: The promoters were late Gopina~h Bordoloi, late Amoi Prova Das, late 

Dr. Harekrishna Das, late Hema Prova Das, and late Dr. Bhubaneswar Barual1. They 

were instrumental in setting up this organization in Assam. 
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Alliances: The organization has alliance with some other NGOs in order to attain 

their mission. These arc Voluntary llcalth Association of Ass<im in health Project, 

Shanti Sadh,ana Ashram in so<.:ial issues, Stn:t: Shakti Jagaran and Shanti .Scwa· li.>r 

organizing lectures and creating awareness in the society etc. 

Management Process: An Overview 

Planning: Planning is not adopt~d as a regular feature in the organization. Annually 

they have discussions on this aspect. Activity planning i~ done during the 'Sevika 

Sanmilans', which are held twice in a year. Action plans are done activity wise 

following the consti~ution. Consultation with the community is also done during 

'Mahila Sibirs' (workshops for women) which is followed by planning. 

Organizing: The organization structure of Kasturba Gandhi Memorial National Trust, 

Assam (provincial office) is depicted in fig. 5.2. 

. . 
KASTURBA GANDHI l'v1EMORIAL NATIONAL TRUST 

KAS' 'URBA 

GANDIII 

SEYIKA YIDY ALA Y 

I 
SEVIKA 

PROVINCIAL OFFICt' (ASSAM) 

BOARD OFI TRUSTEES • 

EXECUTIVE cdMMilTEE 

REPRESENT!\ riVE OR PRATINIDHi 

VICE- REPRESENTATIVE 

KASTURI3A GANDHI 

SEW A KENDRA 

I 
ORGANIZER 

ACCOUN. 'ANT 

OFFICE ASSIS. 'ANT 

I 
!'EON 

Fig.5.2: Organi7..ation Structure of-KGN'MT 
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• The Kasturba Gandhi Memorial National Trust, Assam is based in Quwahati and 

is called the Provincial Office: 

o The board of trustees is constituted by some eminent personalities who are 

entrusted with the responsibility of guiding the organization. 

o .The Executive Committee includes nine memhers fro~1 trustees. the President, 

Vice-President, Secretary and Ex-OfTicio members. It is the highest decision­

making auth~rity. All matters related to the organization require the approval of 

this committee. 

o The 'Representative' or 'Pratinidhi'is the chief functionary. She represents the 

organization. All official c~rrespondences need to be signed by her. All official 

.matters need her consent. She is assisted by a Vice-Representative. The latter acts 

on her behalf during her absence. 

• The Kasturba Gandhi Sevika Vidyalay is the training school of the 'Sevikas' or 

0 

the volunteers/workers. Here the tra[nccs arc assigi1cd different roles to carry out 

the day to day activities of the organization. Each activity has a Coordinator called 

'Mantri' or the minister. She is also a volunteer. 

The Kasturba 'Gandhi Sewa Kendra or the Social Service Centre is located at the 

field level.. The Sevikas carry out their work under this centre. There is an 

Organizer, who is responsible to organize the field level. activities conducted by 

the 'Sevikas'. 

o The organization has a meagre ofTice staff namely, the Accountant, an Office 

Assistant and a Peon. The job of the Accountant is to manage the accounts of the 

organization. 

Staffing 

R_ecruitment: Earlier girls and women used to join the organization voluntarily. They 

had zeal to serve the society. But as it was not possible for the organization to absorb 

all of them, interviews were held to select them afler o.bscrving them for certain 

pedod. Their family background was also taken into consideration. But now they are 
' 

facing a dearth of good workers. Advcrtiseri1cnts have been placed in the newspapers 

to invite applications for the jobs, but they arc not successful in getting suitable 

people. 
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Job fitness is assessed while giving job responsibilities. Everyone has to do multiple 

jobs. Of all the workers,,the 'Aroyga Sevikas' (nurses) know their exact role, as it is 

essential for them to develop skills like g1vmg injections and taking care of the 

patients. 

Directing/ Leading 
i 

Leadership: The leadership is democratic and infom1al. It was observed that the 

'Representative' depended a lot on the other senior niembers while taking decisions. 

She motivated other members by her work, dedication and care for all members. But 

she was unable to fulfill the needs and wants of many members, specially the younger 
. . I 

generation. Hence, they remain frustrated and demoralized. According to the junior 

me·mbers the organization need to bring about change in its policies. 

Communication: Mostly ver~al communication exists, which is carried out through· 

one to one interfaces and discussions 9r the infom1al talks during the prayer time. 

Only when they have to communicate with the field and with other organizations it is 

in written form. 

Controlling: It was observed that an efTcctive and systematic contro.lling 'system is 

absent in the organization. Controlling consists of the following two interventions. 

Firstly through. supervision of work of the centres by the Office Bearers (a fixed 

interval period for the same does not exist). Secondly, monthly reports and the 

account statements arc submitted by the concerned cpordinators to the; Rcprcscnt~ttive 

and the Secretary. · 

Individual Qynamics 

Organizalion Culture: The values of the organization are based . on Gandhian 

ideology, which emphasizes simple life~ doing own work, traditional life style, truth, 

honesty, dedication, commitment, love and sacrifice. The organizational climate is 

quite conducive for the kind of work. they arc performing keeping in mind the values 

for which they are striving. But the younger generation is not used to the kind of life 

that is to be followed while working and staying in the organization. I fence, they find 

it difficult to practice some of the values during the training period and afterwards ... 

Jnjluentiallpowerjid persons: The senior members arc the most influential people as 

they have a vast knowledge and experience, but they do not try to dominate anyone. . . 

They greatly influence the decisions taken by the Chief functionary,. who in turn is 

unwill_ing to displease them. They arc the ones who do not approve change. Most of 
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. . ) 

the workers are senior citizens/ aged women who had retired, or arc at the verge of 

retirement. All decisions are taken after carrying out discussions, both in a formal or 

informal manner. Informally discussions arc carried out outside the office hours, like 

during prayer time or whenever they are doing some activify together. The scope for 

informal discussion is more as all the members (except the members of the field) stay 

together. 

Negalive aclivns: The study did not reflect any negative action of individuals. 

Dysfunctional conflicts arc absent. The trivial cor1flicts that occur over day to day 

affairs arc immediately solved without anyone's intervention. I knee conflict 

resolving mechanisms have not been laid down. 

Conlribulion of I he individuals: The contribution of individual members is enom10us. · 

They had. joined the organization as 'Sevikas' a't an early age. They had dedicated 

their' lives working for the cause of the women, children, poor, downtrodden and the 

nation. They ·had involved themselves with great zeal in all the activities of the 

organization. All along they had lead a hard life and adhered to the ideals and values 

of the organization. Even after reaching their retirement age, they have been working 

·for the organization and are the guiding lights to the followers. 

Dr. Harekrishna Das who was an active freedom fighter and a follower of Gandhiji, 

volunteered to donate the required land for ·establishment of Kasturba Gandhi Trust, 

Assam. He financed' the constructi?n of'suitable building. He gave away his personal 

properties to build a 'Sarvodaya Trust', which could take care of future expansions of 

the organization. His motto was that no outside funds be utilized for construction of 

buildings. 

Group Dynamics 

T}jJes of groups:. Apart from work tean1s, informal groups do not exist during the 

office hours. If!.formal groups are observed only during leisure time based on the age 

·groups.· Though the organization. has a_ formal set up b~t as majority of people 

(excluding those from the centers) stay, cat and work together, they have to obey the 

senior members, some of them being the Ex-Officio members. Group tasks arc carried 

out collaboratively. No 'Team Building Exercises' arc carried out. OrganiZational 

politics is absent and negative forces are not visible. The organization reflects limited 

dynan1ism. 
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Supporting and sponsoring agencies: The supporting and sponsoring agencies have 

assisted the organization by way of providing financial assistance, technical guidance 

and training to both the workers and also the target ·segment. . . 
Target people: The Target People help_ the organization by way of collecting/giving 

do_nations both in kind and cash, extending their cooperation and support in the 

organizational activities. In ev<;ry centre (at local or community level). 'Sahaykarini 

Samiti' exist. The organization seeks their assistance in conducting the activities. The 

target segment also approaches Samiti for assistance. 

Promoters: The Promoters had initiated fund raising for the organization. They could 

see a vision for the organization in the years to come and chalked out a well thought 

action plan for the organization .. Those days were golden days for the organization. 

After their demise and"later on, much of the earlier_glory was lost. 

Social Workers: The social workers assist tht.: organil .. ational IIH:Illbt.:rs in organizing 

c~ps, lectures, collecting donations etc. 

The alliance 'partners helpr them in achieving their. objectives by carrymg out 

collaborative work. \ 

Change Management: Evolutionary Process 

Changes undergone: The organization had undergone an evolution of activities. 

Newer activities have been include.d in the agenda, which have been thought to be 

useful in attaining the organization's ohjcctives. The evolution of activities is as 

follows._ 

1945: It started with activities like, oil pressing, bee hiving, paper making, weaving, 

and establishing Gram Sevika Training Centre. 

1946: Most of the girls came from villages. The work was divided into division and 

each division was coordinated by a _supervisor called 'mi~ister' of a cabinet ('Mantri 

Mandai'). At monthly meetings, each 'Mantri' had to report on the work perfonned 

and experience gained. 

1950: Work in the hill areas (undivided Assam) was initiated. Relief was provided to 

the quake victims. 

1951: Work amongst the tea garden labourers was sfarted. 

1952: Bhoodan and Gramd'an work emerged. . 

1954: Relief and rehabilitation work was carried out towards victims of river erosion 

(Palasbaii). 
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1963: Training of Shanti Sevikas was organized in the Ashram to .arouse unity 

amount different communities in the border areas and resist foreign (Chinese) 

aggression. 

I 959: Relief work amongst the Tibetan refugees was undertaken. 

1960: The organization worked for restoring peace during language movement. 

196 I: Maitri Ashram was established in the border area to strive for friendship. 

1963: The organization strived towards maintaining peace in the border areas (i.e; 

between NEF A, now Arunachal Pradesh and Assan1). 

I 965: The organization rendered its service during the out break of gastro - enteritis 

in vast areas of Kamrup and Darrang Districts of Assan1. 

1'965: Relief was rendered to the flood affected people of Jorhat sub- division. 

1966: Padyatra (to set journey on foot) was undertaken from Assam to Balia Sarvoday 

Sammilan in Uttar Pradesh. 

1968: It trained girls ofTirap Division of Arunachal Pradesh. 

1971: It rendered services .to the refugees from East Pakistan (Bangladesh). 

1972: The organization worked for peace during the movement on medium of . 

instruction which led to community clashes. 

1973: Padyatra was undertaken to Wardha to attend Stree Sakti Jagaran conference. 

1974: Relief services were rendered to the victim of famine in the Char area of 

Dhuburi. 

1978: The third conference of Akhil Bharatiya Stree Sakti Ja~~aram Sammelan was 

held in Guwahati. 

1981 to 89: Recreation camps for school students were organized. 

1982: Journey of Shanti Sainiks (peace workers) to the border areas was undertaken. 

1983: The organization strived to maintain peace and ham10ny during the illegal 

assembly election of I 983, which led to violent conflicts and clashes. 

1984!: A workshop on Women's Literacy and Strec Sa.kti Jagaran was organized in 

the year 

1984: Drive to eradicate illiteracy was carried out. 

1985to 1988: Summer Vacation Camp for school girls was organized, which 

emphasized on gtvmg inputs about the difTerent values in life and about great. 

personalitie~. 

1987: Campaign was carried out to stop consumption of liquor. 

1987: Relief Work was undertaken in the. flood effect~d areas of Nagaon and Dhubri . 
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1988: 'Maitri Yatra'. (friendship in~rch) was started from North Lakh'impur. 

1989: Efforts were made towards main.taining peace and hanmmy during the : l3odo 

movement' .. 

1989 to 1990: Social Awareness camps were conducted for women. 

t99o: Total Literacy Drive was carried out by taking out ·Padyatra. 

1992 to 1993:· Ca~1ps for college students of Assam were corH.Jut:ted. The themes 

were, need for non- violence and the duties of the youth, campaign against liquor, 
. . 

narcotic drugs, sale of obscene literature and display of indecent advertisements. 

1993: Public awareness camps were organized· to arouse awareness about use of 

proper sanitation. 

1993: Conference of Sevikas from twenty two Gram Seva Kendras under Assam· 

branch was held. 
I 

1994: Training camps lor the ne,wly elected Presidents of the ( iaon Panclwyats, were 

held. 

2002: Reproductive and Child Health Programme was undertaken. 

2003: Formation ofSHGs. 

The organization has introduced certain changes for example, it had imparted special 

training to children. to bring about Child Development, conducted awareness camps 

on AIDS control, and established SHGs. Through Scl_f- Help Groups it had facilitated 

the target segment to get assistance and training from State Institute of Rural 

Development (SIRD) on silk worm rearing, mushroom cultivation, mixed farming, 

weaving etc., so that some entrepreneurs arc· created. This would go a long way 

towards self sufficiency of these individuals. It had established "Shanti Sena" (a.nny 

for peace) to maintain peace and integrity. Since 2000 the focus is on "Gram Swaraj" 

and "Sadhbhawana". 

Changes needed: The young members· have expressed that at present change in 

organizational policies is urgently required so as to remove the present rigidity. The 
• 

senior members believed that a change in mindset of the young members is required. 

Though they have felt the need for self- sufficiency, but they could not entail about 
•/ ' . ' . 

' 
the changes that are needed in future. The organization needs to think seriously about 

the need for change in the organization. It also requires flexibility and dynamism, and 

a strong PME system. 

305 



OD Process and Interventions 

The · 00 process and the interventions m the organization arc limited and not 

systematic. The same can be discussed in the following phases. 

The diagnostic component: The targets, the issues focused and the interventions used 

arc presented with the help of table 5.5. 
{ 

Table 5.5: Diagnosing organi:r..ation subsystems of K<.;~MT 

Targets Issues ·1 n terven tions 
Total Activities of the Conferences, discussions during 
Organization organization, organizational prayer time (but those working in 

performance. the field are absent), talks. 
Homogenous Activity planning, Monthly reports and account 
Groups monitoring, problems. statements by concemed 

coordinators, field visits, 
discussions, executive body 
meeting. monthly meeting of th~.: 

· Mantri ManJal'. 
-

Dyads Activity planning, Oiscussions/mccti ng between the 
monitoring, evaluation and Representative and the 

' 
problems. Coordinators of diiTerent 

r 
departments/centre/projects etc. 

Individuais Problems. Interfaces. 
Supra system Social awareness, needs of Sevika Sanmilan, Mahila ·Sibir, 

the target segment, planning Sahaykarini Samiti meeting, 
of . activities, need for Padyatras, discussions. 
resources and support etc. 

Organizational Environment: There is no set procedure to scan the external or intema.l 

environment: They know about it through their work and by their experience 

.Sometimes demand for change comes from their intcmal environment too, for 

example, 

a. Meghalaya centre has demanded to allow them production of woolen garments, but 

the orgai1ization is unable to allow it because if the san1e is done, it would mean usc 

of machines, where as the organization emphasizes on handlooms. They feel that if. 

this change is adopted, they will move away from their ideology. 

b.' The newly recruited workers (Sevikas) find it hard to ada.pt to the way of life they 

·have to lead in the organization. Adhering to the traditional attire (Mekhcla Chadar) 

all the time is one of them .. But the organization canriot respond positively to it even 

though it has created problem in convincing good people to join the organization and 

continue working ther.e. 
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But in some cases they have tried· to respond positively to demands posed by the 

environment by. adding newer activities like camps for school and college students, 

and training for Panchayat members. 

Progmmme, Management: As their PME system IS poor, tiH.:ir programme 

management component too is weak. Apart from changes in activities, they have 

hardly adopted any change. Though they have tried to involve the community, the 

target segment and the social workers in the implementation process, but as they have 

weak follow up measures they have not been able to make much impact. 
I 

Illustrations: The OD process in KGNMT can be discussed with certain illustrations. 

1. Addition of activity 

Diagnostic Component: During discussions of the Chief functionaries of the 

organization with the funding agencies and the target segment, it was realized that in 

order to make the target ·segment self- sufficient. it· was necessary to create 

entrepreneurs. Thus, they embarked upon the idea of forming SIIGs and initiate these 

groups to start economic activities by facilitating credit. Accordingly action plans 
' \ 

were inade by the participating members. 

Action Implementation: SIRD through Kasturba Gandhi Ashram delivered money and 

training to these groups for the activities like, silk wonn rearing, mushroom 

cultivation, mixed farming, weaving etc. 
' 

Monitoring, control and stabilization: As the organization did not have an et1icicnt 

monitoring and. control measures, it was found that sortlc of the beneficiaries had 

misap~ropriated the money and the items given· to them. Thus stabilization was not 

attained in majority of cases. 

2. Problem related to the mindset of people. 

!he organization is faced with a major non- routine problem that is the "mindset of 

people", which they arc finding difficult to handle. People appreciate the ideals of 

Gandhiji and that of the organization, but lind it very diflicult to practice those ideals 

themselves in real life. Hence the organization has to work very hard 'in convincing 

the community towards adopting these ideals. People want to become rich and arc 

attracted towards glamorous life styles. The same thing holds .true for the girls of the 

'Sevika Training Centre', who are unable to adjust to the organization's ideal~ and 

lifestyle. They want to lead a good and easy life. 

In order to solve this problem they have .not approached systematically. Diagnosis 

was carried out through discussions involving only a few people. The organization 
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has tried to take trainees after advertisement in the local newspaper, through word of 

mo~th and also by observing individualiy. But they arc sm:ccs~ful only to a limited 

extent in their effort. This has become a major c~allenge for .them apart from the 

economic problem which they are facing. They have to work on the problem related 

to 'mindset of people -seri_ously otherwise there will be dearth of people in the 
I 

organization to keep on the organization's flag flying. They should have serious 

-discussion involving all the members, especially from the grassroots and the target 

segment. 

Success and failures of the OD Process: It can be added that the organization has 

failed in framing appropriate' strategies to deal with problems and change: which has 

lead to its stagnation. The organization is unable to respond proactively and_ reactively 

to the demands of the environment to a greater extent. The OD process of the 

organization reflects substantial failure than success. Though they were successful· in 

carrying out certain activities, bu~ for few others the outcome could not be sustained. 

Strengths and weakness of the OD process: Overall the OD process of the 

organization is'weak. It does not have a systematic diagnostic, action planning, action 

implementation and control phase. Its PME is very weak. The strength of the 00 

process is that the organizational members and occasionally the funding, the 

supporting agencies and the target segment are consulted on vital issues. 

OD Activities related to training: Very limited formal 0 D activities are conducted 

in th~ organization apart from talks for school and college students, which are also 
' I ' ' 

· attended by the organizational members. Some NGOs conduct few meetings and talks 
- .. 

in the campus of the organization, which are attended by the members. Meeting with 

the community is also held through large number of 'Mahila Sibirs' to bring 

awareness on different issues. 

Trainings are organized primarily for the target segment. These are as follows, 
- ' . 

1. Trainings were conducted on women welfare, preprimary education, adult 

education, health and hygiene, cottage industries, cotton spinning, weaving, tailoring, 

bee- keeping, farming and smokeless 'Chulha'. 
' 

2. Training was imparted to the newly elected lady Presidents of the Panchayat. 

3. Training was extended to the Gram Sevikas (volunteers at tlle village level). 

4. Training of youth on leadership and capacity building was arranged.· 

5. Training· on self- reliance activities like mushroom culture, agriculture, 

pisciculture, and poultry was conducted. 
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Thus the organization had attempted to bring change m the mindset of the target 

segment and to an extent the people in the org_ani:~...ation (organizing lcctures).Training 

is imparted ·for individuals not only from Assam, but also for other organizations 
. 

outside Assam. like Arunachal Pradesh~ Nagaland etc. The supporting agencies like 

SIRD provide training and monetary assistance to the SHGs. The promoters and 

social workers help them in organizing cru:nps an.d getting resource persons. 

SWOT Analysis 

The researcher has attempted to find out certain strengths, w~aknesses,. opportunities 

and threats related to change. management in Ka5tumba Gandhi Memorial National 

Trust Assam, which are presented in table 5.6 . 

.-------------------~T~a=b~lc~5~.6~:~S~W~O~T~A;~"=al~y~si~s~o~f~K~C~,N~~~1~T~--------------------.. --
Strengths Weakness 

r---------------------------------;----------------------------------·--
• _Its long years of experience in • 

voluntary work. 
• The members hold high values like, o 

commitment and dedication to work, 
self-sacrifice, honesty etc. • 

o A good organization climate is 
prevalent, which reflects 
cohesiveness of the members and o 

absence of conflicts. ' 
• Relationship with the target segment o 

is good. 

1 nappropriat~.:/unsyskmat ic activity 
planning, monitoring and evaluation. 
Lack of efTort towards scannmg the 
external environment. 
Lack of measures to assess the .... 
perfom1ance, the strengths, weaknesses 
of the organization and its members/starr. 
Very limited efTort is exerted to bring in 
changes in the organization. 
Very limited Organization Development 
activities are carried out. 

oThe organization lacks professional and 
managerial comQ_ctcnce. 

Opportunities Threats 

o The good interpersonal relationship o 

amongst the members can help to 
initiate change and encounter • 
resistance to it. 

o The good relationship with the target 
segment could be utilized to e 

implement new programmes and seck 
their active participation. 

• It can usc its experience to expntisc o 

its work in the area ·or wofnen and 
, child development. 

The dwindling image of the org<miz.ation 
is a major threat. 
The modem mi11dset of the society and 
its people ~ho are unable to imbibe the 
values pr:opagatcd by the organization. 
Difliculty Ill finding good workers and 
future torchbearers of the organization 
who could hold the values of KGNMT. 
The organization's rigidity towards 
change in procedures and systems. 
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Conclusion 
I 

Kasturba Gandhi Memorial Trust Assam is amongst a few NGOs in Assam and the 

North Eastern· part of India that are seen with respect. There were some great names 

behind formation. of this organization. These promoters were able to sec a vision for 

. the organization. They framed the mission of the: organization and the objectives 

through which they would be able to fulfil .th~ir vision and mission. They even 

framed specific methodology to conduct their activities and attain their objectives. 

The organization was backed by a strong people force that was committed and· 

dedicated to the mission of the organization. The organization was very successful 

and its name and fame had spreadcd far and wide. The organization also obtained 

very good support from the target segment/society, social workers and government 

agencies. Though the organization had long years of work experience, but it lacked 

efficient policies and procedures to run the organization. It lagged behind in 

managerial and professional competence. Though the organizational climate and 

interrelationships were good, but some gaps were observed between the junior and 

senior workers. The junior members arc not sufficiently motivated. The.organization 

is not flexible rather it is rigid in its thinking and work practices. Thus this is 

hindering the organization today. Apart from the addition of certain activities, their· 

initiative towards change and OD is negligible. They arc unsuccessful in finding 

suitable people to join the organization. It has failed to assess the needs of the target 

segment and the environment. The target segment is also unable to adopt the values 

propagated by it. Though they are focusing on self-sustenance through self-generation 

. of funds, they are able to get only limited results as they still use old technology. Last 

but not the least it can be said that if Kasturba Gandhi Memorial National . Trust 
' 

Assam wants to come back to the tack of success, it must break free from the chains 

of rigidity and be more open to change. 
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Chapter- 6 

· THE CH NGE MA·NAGEMENT 
PROCESS:.A COMPARATIVE 

ANALYSIS 



Studying the Change Management process of the NGOs is ·the main focus of this 

study. In this chapter, a comparative analysis of the NGOs is presc11ted in a tabular 

form. This analysis has compared the NGOs in respect of some of the most important 

variables that are significant in making the organizations successful or less successful. 

The variables are, year of establishment, source of origin, area of operation, 

promoters, VISIOn, mission, objectives, activities, eri1ployees, target segment, 

sponsoring agencies, supporting agencies, planning, organizing, leading, control, 

individual and group dynan1ics, changes ·undergone, changes needed and the OD 

Process. Apart from this an analysis of the Change Management Process and the 
'. . . 

str~ngths, ~cakness, opportuniti~s and threats (SWOT Analysis), and 'Force' Field 

Analysis' of the NGOs arc included in this chapter. In the analysis of. the Change 

Management Process an attempt is made to critically exan1ine the different f~ctors 

that play a vital role in this process. further, the OD process in these NCIOs is ~I so 

<malyzed. The force-Field Analysis has scgrcgah.:J the 'Driving and tl)C restraining 

forces' of these NGOs. If the NGOs wish to move towards their desired state- they 

have to usc their driving force's to combat the restraining force's. 
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NGO Change Management Process- an analysis 

The successful NGOs have (good relationship with the funding and the supporting 

agencies. Representatives from these agencies visit the NGOs regularly and provide 

technical guidance and the necessary help whenever required. They provide valuable 

information regarding the .need for change and guide them in managing change. In 

contrast to that it was seen that the less successful NGOs were not enthusiastic enough 

. tq approach the funding and supporting agencies for help rather they hclicvcd that 
I 

these organizations should approach them as they are pioneers in their area of work. 

Leading change was fo'und _to be participative in the successful NGOs. The 

stakeholders were involved in the planning process. The positive indlviduaLand group 

dynamics helped in the change management process. 

All the successful NGOs have led changes in their organi:t.ations ami managed them 

well. One of the successful NGOs, namely Sipajhar Diamond Club had undergone 

second order or transformational change. Five of the successful NGOs had 

experienced incremental changes. These NGOs have redefined their vision, mission 

and objectives, adopted new activities and work methodology and had rcengineercd 

their management process (planning; organizing, stalling, leading a~1d control). In 

contrast to that though a need for change exists in the less successful NGOs, these 

organizations. ref1ect no major. change except for addition of a few new. activities. 

Some members- of these NGOs even failed to admit the need for change in their 

organizations. The members of the different NGOs expressed the need for carrying 

out numero~ changes by their organizati<?n. All of them embarked upon attaining 

self-sustenance and framing of a clear HR policy. The organizations reveaJcd a need 

to recruit some professionals and create positions of a HRD Coordinator and an 

Ofiice Coordinator. 

The OD process in most of the successful NGOs is widely participated by all or most 

of the partners (employees, target s_egment. sponsoring and supporting agencies, 

alliance partners etc) at one or the other stage in varying tkgn.:cs. In the less 

successful NGOs, participation of the target segment, the funding agencies, the 

supporting agencies and the alliance partners in the OD process is insignificant. 

Further -a gap· is observed between the senior <1nd junior workers in both the Jess 

successful NGOs, who feel left O!Jl in the decision making process. I fence OD is 

foumi to be. inefTective in them. In these orgcmi7ations cn,·ironmcnt sc:mning :md 



analysis is almost absent, action planning is carried out only for certain activities 

(mostly project based, at the behest of the funding agencies), all the partners are not 

involved in the diag~ostic. and action planning phases and folio\\' up is inadequate. 

Consultants are involved in the 00 process by Bosco Reach Out, one of the 

successful NGOs. PME (planning, monitoring and· evaluation) system is strong in 

some of the successful organizations. -It is either unsystematic or the weakest link in 

the rest. OD is generally used. in some fonn or other to solve the organizational 

problems, adopt and manage change. 

The OD process of the successful NGOs could be classified into Jiag11ostic. m:tiq11 

(action planning· and implementation), and. programme nw1wgement. (monitoring, . . 

evaluation and stabilization) phases. These are carried out through interventions. 

Some of the. successful interventions carried out by these organizations are 

participatory/collaborative planning, . external and internal evaluation, need 

assessment of the target segment, self-help group approach, popular methods of 

campaign, motivational and empowerment workshops etc. Some of the interventions 

adopted by the different NGOs that failed to give them the desired results arc pro­

poor approach, indirect intervention through other NGOs and recruitment through 

advertisement NGOs like Sipajhar lJiarnond Club and Community Centre, Tezpur 

District Mahila Samiti and Bosco Reach Out have internal facilitators/special cell to 

look after the. programme management component The successful NGOs use OlJ · 

process not only to manage the present situation, diagnose and solve the problems 

faced by them, but also to remain proactive. The less successful organizations useOD · 

mainly to solve the organizational problems. Tl:msc organizations that have 

implemented OD appropriately as a tool for change management have become more 

successful in attaining their objectives and realizing growth. 
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SWOT analysis 

A SWOT analysis has· been carried out to understand the area of strength, weakness, 

opportunities and threats of the NGOs with specific reference to Organization 

Development ·or Change management, 

i) 

ii) 

iii) 

iv) 

v) 
vi) 

vii) 

viii) 

ix) 

x) 
xi) 

xii) 

xiii) 

Table 6.2: SWOT Analysis of the studied N(;Os 

Major strengths 

Stake holder's participation 
111 the OIJ· process with 
proactive approach. 
A good working cu~ture and 
an appropriate structure. 

Adequate and quality 
manpower that ts 
enthusiastic and committed. 
A good interpersonal 
relationship amongst the 
members. 
An effective PME system. 
An . effective leadership 
which IS participative, 
farsighted, dynan1ic and 
committed. 
Position of a Ttraining 
Coordinator in some of the 
NGOs. 

Presence of Internal 
Facilitators 
Knowing the need for 
change and accordingly 

I 
acting fast. 
Being proactive. 
Shared vision, mission and 

b
. . / 

0 ~ectiVeS. 

Good reputation of the 
organization and an 
amicable relationship with 
the NGO's stakeholders. 
A.good networking with the 
other developmental 
orgariizations. 

Major weaknesses _ 

i) I ,imited stakeholder's parti~.:ipation 

in the OIJ pro~.:css. 
ii) Lack of proactive approach m 
organizational planning. 

iii) People in the organization are with 
inadequate specialized knowledge. 
iv) i\ low morale is . reflected 
amongst the stall in the less su~o:cessful 
NGOs 

v) PME system 1s weak 1111 many 
NGOs. 
vi) IncfTcctivc leadership. 

vii) Lick of a Training Coordinator 
and very limited efforts towards 00 
and HRD. 
viii) Absence of Internal Facilitators in 
the change programmes if' at all 
conducted. 
ix) Not at all aware of the need for 
change. 

x) Not being proactive. , 

ix) J\bscncc of a clear and shared 
vision, mission and objectives. 
x) Declii1ing organizational reputation 

xi) Weak networking with other 
developmental agencies. 

xii) Gap between the senior and the 
junior members. 
xiv) Ineffective I-IRM policies and 
inadequate 'Change management' 
initiatives. 



M aj_ or Oppo rt u n i tics M ~J~· o_r_l7'~h_rc-'·a-'C_s--:-------,.--i 
i) The good reputation of the i) The dwindling 1mage of the less 
organization leads to a competitive successful NGOs. 
advantage in getting funds or new ii) Declining accessibility of funds. 
projects or assistance from the iii) Cut throat competition amongst the 
supporting agencies. NGOs. 
ii)· The good relationship with the iv) Lack of second line of leadership 
sponsonng agencies, the supporting in mnny NGOs. 
agencies and the target segment. v) Absence of adc4uatc number of 
iii) The NGO friendly policies of the suitable people to work for the NCiOs. 
government. 
iv) i\ committed, conflict free and 
motivated work team is more likdy to 
accept chtmgc. 
v) The mass based NGOs can better 
involve the target segment and 
community in its activities. 
vi) People look fo~yard to NGOs m 
order to bring transformation·. 
L---------~--------------------~--------------------------------

Majority of the above mentioned strengths arc observed in the successful 

organizations, whereas majority of the weaknesses are observed in the less successful 

NGOs. 

Force Field Analysis 

A 'Force-· Field Analysis' has been done to find out the 'Driving Forces' and the 

'Restraining !7orccs' ofthc'NGOs. The driving forces arc the positive forces that hdp 

the NGOs to move towards the organizations objective of a better Change 

management and realizing a desired /ideal state for them5elves, whereas the 

restraining or the negative forces act opposite. An organization in order to succeed 

must use its driving forcL'S to combat the restraining forces or take initiatives to handle 

the factoFS responsible for creation of them. 



Table 6.3. Force Field Analys•s of the studied Orgam:t.ahuns 

Driving_ forces. Restraining Forces 
o Good interpersonal relationship • Not sufliciently aware of the changes in 
• Absence of dysfunctional co"nflict ·the environment 
• Eagcmcss of the sponsoring and • An cfTectivc perfonnance management 

supporting agcnc1es to assist the NGOs is lacking 
o Eagerness of the government to involve • Lack of information related to vanous 

the NGOs in difTerent programmes and sponsoring and supporting agencies 
assistth~m • Inertia in carrying out change related 

• Good relationship with the target interventions 
segment • Lack of trai~cd internal facilitators to 

o Urge of th~ NGOs to serve undertake change/OD programme 
o Comprised of committed people • Lack of quali lied proiCssionals 
o Absence of politics in the organization. o Dearth of adequate and suitable people 
o Organization culture is.based on values to join the NGOs 
• Organizational leaders are respected by • Competition 

the employees. 

-~he eagerness of the sponsoring, supporting including the government agencies to 

help the NGOs can be used to take advantage of developing the NGO by developing 
' 

the quality of manpower. This .would solve the problem related to lack of trained 
i 

internal facilitators for change programmes ·and also qualified professionals. The 

presence of good interpersonal relationship an10ngst the members and absence of 

dysfunctional conllicts would help .the NGOs to carry out change related 

interventions. Further the urge for NGOs to serve is a major driving force which can 

help the NGOs to face competition. The NGOs arc comprised of committed people, 

who could be- trained suitably. As the NGOs have the urge to serve, in order to sustain 

themselves they must focus on environmental analysis on a continuous basis and also 

on the Programme Management Component of OD/Change programme through its 

people. An organization culture hascd on values ilas a positive and direct correlation 

to successful change management. It can fill up t1,1c lack of sullicient manpower in 

organizations. The leader has a vital role to play in all these eiTorts as in an 

organization the top management's willingness to change and lead the organization 

towards change is very important. It is.scen that in all the N<.iOs the katlcrs arc highly 

respected by the subordinates. 

32C{ 



Conclusion 

Analysis of the different variables, and their presence or abser1cc in the NGOs could 

be linked to the organizations being successful or less successful. The comparative 

analysis has compared all the important variables that can be related to change or OD 

in the NGOs studied. It is seen that ·the characteristics of many variables arc similar in 

the successful NGOs and on the other hand the less successful NGOs have similar 

characteristics. Most of the successful NGOs possess the strengths identified in the 

SWOT analysis, whereas the less successful N< iOs have the weakm:sscs. The N< i< >s 

can become successful if they usc their driving li.1rces .to get away with the restraining 

forces. 



Chapter-7 

fiNDINGS AND 
SUGGEST! NS 



\ 

In· a simplest way chnnge can he defined as renlizing n new state of things that is 
. . 

Jirlcn:nt Ji·om the earlier one. It is urH.IerstooJ as making the limn, nature, content Clc. of 

something different from what it is or what it wouiJ he if left alone. The process through 

which a proposed change is efTccted is treated as 'Management of Change'. 

'Organizational Change' rdcrs to the process of growth, Jcdine and transllmnittion 

within the organization. Managing organizational change i~ the pmccss by which 

organizations move from their prcsl!nt state to some Jcsin.:J future slate to i_m:rcasc their 

effectiveness. Though change ma_nagement is important for all organizations, due to the 

changing role of NGOs, a greater need for this has emerged in this sector. In this research 

study the existing way of managing organizational change in NGOs and the desirable 

interventions that could be used for this purpose were explored with special focus on 

. Organizational Development. 

Brief findings of review of literature 

The review of literature has revealed that there are two types of change. The first kind is 

the incremental change and the second radical or transformational change. f"actors 

influencing change arc stated to belong to both the external and internal environment, for 

example, competition, current and future needs of the stakeholders including the needs of 

its employees, creation of a learning culture, etc. There are two approaches to change, 

one is participative and the other directive. I111Piementing change is a multi-step process 

starting from assembling a change management team to absorbing change into culture of 

the organization. Different a1:,1thors have mentioned that Organizational Development 
I 

(OD) can be considered and positioned as an important strategic intervention in the 

NGOs. In general 00 has beep classiffd into three phases namely, the diagnostic phase, 

the action or intervention phase and the stabilization or process maintenance or 

prograri1me management phase. Some of the useful OD· interventions that have been 

mentioned are Training- Based 00 intervention, Person-Focused 00 intervention and 

Role -Focused OD intervention. -Process Consultation Approach and Action Research 

Approach arc successfully used by many organizations to deal with change. Leadership, 

culture and people arc stated to be important aspects of OD. OD policies and practices 

need to ha:e people orientation. Experiences of successful organizations suggest that OD_ 
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would have ~o be widely spread throughout the or~anization and cover all levels. The 
. ' initiative of the chief functionary is'vital. Studies suggest that it is helpful to identify the 

key leverage points or anchors f(>r the change initiatives. The OD experts have 

recommended some relevant 00 interventions that could be useful in NGO context such 

as Team Building, Role Clarification/Role Analysis Technique, Action Research, Vision 

Building, SWOT (strength, weakness, opportunity and threat) Analysis, PRA 

(participatory rapid appraisal), Objective Oriented Project Planning Tool, Force Field 

Analysis etc. While wmprehcnding ·the 00 implications f(Jr NUOs, one needs to 

consider the fact that NGOs cannot be seen as entities in isolation, but in conjunction 

with the grassroots development process on one hand and the funding and support 

agencies on the other. 

Need for the study 

The review of literature has also revealed certain gaps, which are as follows: Research in 

00 is. more concept-oriented besides being based on the consultancy work carried out. 

OD activity mostly carried out across the world is based on processes and interventions 

developed in western countries. In India OD research Is negligible, and in Assam till now 

it has not bel!n initiated. Looking at the vital role that NGOs arc l!Xpcctcd to play today, 

change managem.ent through 00 could be highly valuable for them, but there is dcartJl of 

in-depth study carried out in this area and appropriate k.nowledgc in managing change by 

the NGOs themselves. Keeping in view all these gaps, a strong. need was felt to initiate · 

00 research, as to how change could be managed at various stages of its process 

positively from NGO's mindset perspective. 

Major Objectives of study: The following are some of the major objectives of the study. 

· I. To study the various forces that has prompted the N(iOs to adopt chang~:. 

2. T~ study various interventions and strategies that arc designed and implemented by the 

NGOs at various stages of change management process and their effectiveness in leading 

ami managi ilg chang~.:. 

3. To understand the role and inllucncc of individual, group and organizational 

dynamics in the process of change management. 
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4. To design and develop interventions and models for better managcmcnt of change in 

NGOs. 

Methodology 

Both primary and secondary data were collected for the study purpose. 

Secondary t.hata: The major sources for collection of data in this regard were librarics, 

internet, various rmlional, stale level organizations com:crm:d ltll' dcvcloprlll:lll of N< i< >s. 

Primary data: The process of selecting NGOs for the study took place at three stages. In 

the jirsl phuse certain criteria werc d~cidcd in wnsultatiun with the rcscan.:h guide and 

other experts after studying the existing profile of NGOs in Assam. It was mainly done to 

c~oose NGOs having better profile for the study. The criteria were as follows: NGOs 

· working towards developmental action; having completed at least seven years of 

existence; employing at least ten persons on full time basis; lm:ated in Assam and popular 

at least within the state. Seventy NGOs were selected that .fulfilled the above criteria. 

In the second phase the criteria for seleCting the eight NGOs (from above seventy) wcrc 

identified by varioll$ change/00 experts. The criteria arc as follows: quantity of loan, 

grant (funding) received and their utilization; payback of the loan by the NGO; project 

implementation; developmental work carried out i.e. the impact of its work in the society; 

reputation of the NGO and positive feedback received from the funding and the 

supporting agencies. The criteria suggested by the experts for identifying the NGO 

sample werc.ranked by v.arious stakeholders of NGOs. Accordingly an NGO sample size 

comprising six top ranked successful and two less successful NGOs were selected for the 

study (in the ratio o( 3:1 ). The less successful NGOs were those who ranked poor in the 

aforementioned criteria. As per the nature of study, case study method was chosen to 

collect information from the eight NQOs. 

Brief profile of the organizations studied 
As already discussed in the res_earch methodology, eight organizations were selected for 

the purpose of case stu9y. Of these, six arc highly successful and the other two arc less 

successful, The successful organizations that wcrc im:ludcd in thc study arc Shanti 

Sadhana Ashram, Bosco Reach Out, Gyan Vigyan Samiti Assam, Sipajhar Oiamond 

Club, Voluntary Health Association of Assam and Tezpur T)istrict Mahila-Samiti. The 

less successful organizations are Indian Council of Child Welfare (Assam) and Kasturba 



Gandhi Memorial National Trust (Asdm). A brief prolik of tht: organizations 1s as 

follows. 

Four of them namely Gyan Vigyan Samiti Assam, Voluniary I kalth · Assm:iation of 

Assam, Indian Council of Child Welfare (Assam), Kasturba Gandhi National Memorial 

Trust (Assam) arc offshoots of national levd organizations. The head offices of six of 
. . 

them arc located in Guwahati (Kamrup district), whereas for one of tht:m it is located at 

Sipajhar (Darrang district) and for another it is located at Te7-pur (iSonitpur district). Four 

of them were established in the period 1982 to 1990. Three of them w~:re t:stahlishcd in 

the period 1921 to 1946 and anol}1er one was established in the year 1968. Major area of 

operation for most of them is Assam, though some of 'them also operate in Mcghalaya, 

Arunachal Pradesh. The main goal of all the NGOs is to bring development of society 

through development of the individuals. The main target segment of tht:sc NGOs is 

comprised of the poor rural people (including women and children) in its area of 
. . . 

operation. lil general these NGOs arc involved in the ::ictivitics related to health. 

education, community development, and income generation. 

Findings 
The findings of the research study can be presented under the following heads and 

subheads. 

The various forces that prompted the organizations towards change: 

Thl:sc can be grouped into those forces that belong to the external cnvi·ronrnent and those 
. . 

that arc from internal environment. 

Extema/ environment: The demands of change posed by the external environment are 

those that arc come from the target segment, the sponsoring agencies. the supporting 

agencies, the competitors or other NGOs· and development oriented agencies, the 

government and its policies, legal, socio-cultural, economic, demographic. technological 

factors etc. This is further discussed below. 

• The target segmenl wants the NGOs to design new programmes and approaches 

that would better serve their specific developmental needs. For example, poverty 

alleviation programmes through micro-credit and sc.:lf-ht:lp group approach. 

o The suppvrling agencies pressurize NGOs to enhance their competencies, skills 

of workers and bring i~,changc in both individual and organizational mindsct. 



• The .\])()llSoring agencies demand fur optimum utilization of the resources 

provided to the NGOs, setting specific time-bound developmental goal (effective 

planning), delivery of quality service to the t~rget segment, continuous monitoring and 

evaluation of work, and timely dispatch of periodic progress/feedback reports. They 

require the NGOs to adhere to certain norms, st<mdards and principles. 

o The competitors pose threat to the NGOs, as th<.:y arc competing li.1r the sarnc kind 

of resources and that too from the same set of agencies, and trying to inllucncc the same 

set of target segment. In order to comhat that NGOs have to for.mulatc hetter upproaehes 

to mobilize resources, and reach arid fulfil the needs of the target segment. 

• A change in government regulations and policies force NGOs to change their own 

policies. 

• Economic factor also has an impact on the NGOs. The first kind is as mentioned 

previously, the design and implementation of programmes to fulfill the economic needs 

of the.target segment. The second kind is the NGO's own endeavour to gem:rate money 

to cater to their day to day economic needs related to implementing their programmes and 

functioning of the organization. 

Jntemai environment: The factors from the int<.:rnal enviromm;nt that aiTects change 

greatly are promoter's or leader's and/or top management's ~villingness to ch<~nge; the 

needs of the different jobs/tasks; the needs. or grievances of the individuals within the 

organization; past mistakes. or the unsuccessful strategies adopted previously and work 

related problems. The factors that moderately affect change arc irregularities committed 

and negative actions of some working members. The factors that lowly affect change are 

internal cont1icts (which are not very conspicuous) and lethargy or the organizational 

members that is lack of any initiative towards change. 
\ 

The change effort of successful organizations is focused on growth. survival and 

sustenance. The major forces that influence the successful and less succes.~ful NGOs are 

following: 

The successful NGOs arc inl1uenccd hy the needs of the target segment. the sponsoring 

and supporting agencies, thc top tmmagement's or the leader's willingness to change. 

demands of the tasks/jobs, for example, training people; NGO's urge lor their self­

sustenance, motivation of the people in the organit.ation etc. The kss succl:ssfi.d 



organizations arc not very serious of the aforcmentiom:u l~u.:turs. Their decision-making 

and planning process are limited to a few persons.· 

Vario~s interventions, strategies designed and implemented at various stages of 

Change Management of the NGOs: These interventions and strategies can be presented 

in the table 7.1. 

TaiJie 7.1: Interventions and strategies adopted at \'aritJus stages of Change Management 

Area of Type of intervention Role; NGOs where 

intervention 

Recruitment, 

selection, job 

fitness and role 

clarity: 

Diagnostic 

ohserved 

• The individuals arc Very prominent Shanti Sauhana 

absorbed into the and greater role. Ashram (SSA), 

• 

organization mostly on the 

basis of references given by 

the people closely involved 

with the organization. A 

thorough check of the 

person's background, the 

past track record, the 

individual's/family values 

etc. The 'culture factor' or 

\:ultural fitness/match' is 

g1ven prune importance. 

Great care is given to sec 

that there is job fitness. 

'Role Profiles' of the 

different job 

are fixed 

incumbents 

through 

observation of work and 

discussions with the key 

people. 

Prominent 

greater role. 

o Diagnostic 

worhhops 

meetings/ Prominent 

greater role, 

Bosco Reach Out 

(BRO), Gyan 

Vigyan Samiti 

Assam (GVSA). 

Sipajhar Diamond 

Club and 

Community Centre 

(SIJCCC), Tczpur 

District Mahila 

Samiti (TOMS). 

and SSA, BRO. 

GVSA, TOMS, 

SDCCC and VHA 

and BRO, SSA, 

GVSA, VI·IA. 



Planning 

related 

interventions, 

strategies: 

0 

• 

Review meetings/periodic 

group meetings 

Project coordination 

committee meetings 

o SWOT analysis 

o Routine interfaces 

• Self- appraisals 

Very · prominent All NGOs except 

and greater role. Kasturha Gandhi 

National Memorial 

Trust (KGNMT) 

Though li.:w NUOs 

Prominent 

greah.:r rule. 

and like SDCCC, 

Prominent 

Prominent 

Less prominent 

GVSA have 

committees by that 

name, but most of 

the NGOs taking 

up projects have 

their own routine 

project meetings. 

l3RO 

All NGOs 

e Collaborative action Very prominent All successful 

planning 

(include setting 

objectives) 

Plans 

unit/departmental 

of 

include 

plans; 

periodic plans, micro-plans, 

project plans, growth plan. 

resource plan, marketing plan 

etc. 

Strategic plan usually carried 

out with the support or 
consultants. 

and greater role. NGOs 

BRO 



Communicatio 

n: 

Futuristic 

interventions: 

Monitoring and 

evaluation 

related 

interventions 

and strategies: 

Leadership 

Decision 

making 

HRbandOD 

0 

• 

• 

0 

0 

0 

·---
Mostly vcrbat and informal V cry prominent All N<..iOs 

communication , 

Publish newsletter Less prominent GVSA,SDCCC, 
' VHA,l3RO 

Strategic planning exercise, Prominent and Carried out In all 
0 0 

future search VISIOn 111g, greater role. successful NGOs 
conferences etc. at kast once Ill a 

year. 

Feedback meetings, V cry prominent Carried out 111 all 

periodic progress reports and greater role. successful NGOs 

on routine basis. 

Performance appraisal Less prominent 

system/reports 

Integrated 

approach 

but it play greater BRO 

programme role wherever 

prm:ticed. 

• Field visits/supervision 
Prominent and All NGOs 

greater role 

• External and internal 

evaluation 
Prominent and GVSA. YHA. 

greater role TOMS, BRO. 

0 Democratic and Prominent and All NGOs 

participative. greater role 

0 Participative Prominent and All the successful 

greater role NGOs 

0 Existence of a training Less prominent SDCCC, VHA, 

Cell or Coordinator but plays greater BRO, GVSA. 

rok. 

• Team l3uilding Same. as above BRO, UVSA, 

TOMS. 
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-
Intervention at • Motivational Very. prominent All NGOs 

the target workshops/meetings, and greater role. 

group level empowerment workshops 

• Self-Help Group Same as above All NGOs except 

VIlA 

• PRA (Participatory Rapid Less prominent GVSA. BRO 
Appraisal) 

0 Cultural campaigns like Less prominent SSA,GVSA 
Padyatra, Kalajatra. 

hut plays grcatcr 

role. 

The above table has not included some interventions, which are very specific to ce.rtain 

organizations. 

The effectiveness of various OD interventions for bringing change in the NGQI 

mindset: The different 00 interventions undertaken by the organization were found to 

be effective in bringing and managing change in different organizations in varying 

degrees. All the diagnostic interventions gave positive outcomes and gave information 

about demands for change in the internal and external. environment. The collaborative 

action planning was found to be result oriented. The participation of the members and 

sometimes the target segment, sponsoring and supporting agencies in setting of goals and· 

objectives, and the means of achieving them was seen to be very effective. This helped to 

lead change effectively and avoid resistance towards it. The organizations conducting 

futuristic interventions were found to be proactive in bringing change. The interventions 

at the target segment level tried to .ensure people's participation as equal partners and not 

only as recipients of services. Collaboration with the community, various community 

institutions and organizations, and community leaders greatly helped io carry out the 

organizational mission and solve the problems faced at the target group and the 

community, level, thus managing change easier. Interventioris like 'Padyatra' and 

'Kalajatra' wen.~ ·immensely succL:ssrul. The ciTcL:livcm~ss oJ monitoring ami th~ 

evaluation related interventions ranged from moderate to high degree. It was seen that in 

certain cases this was conducted at the behest of the sponsoring agencies. Both external 
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and internal evaluations were useful in bringing change. Integrated programme approach 

was found to be very effective. Here the NGOs tried to evaluate its programmes and or 
' . 

activities, personnel and infrastructure, and bring in systems and· processes consistent 

with change. In some of the successful NGOs the evaluation of performance was done for 

individual against the job/task, the group against the project and the organization against 

the services and the goals. This had helped to find out the need for change at different 

levels. Those NGOs who have tried to consider 'Cultural Match· of the potential 

employees prior to absorbing them into their organizations have be~:n gr~:utly benefited. 

This has resulted in retaining the employees for longer period of ~ime and gaining their 

commitment. This also helped them hold to their core values and at the same time grow. 

The HRD effort given by the organizations helped to build up a learning organization and 

thus to cope up with change in a better way. , 

The flexibility allowed in decision making greatly helped the organizations to cope up 

with change. In this regard the decisions taken at three levels, namely the Strategic 

Deeision~making Level, the Management Level and the Knowkdge l.evcl Decision 

making greatly helped in managing change. In the 'Strategic Decision Making Level', the 

general body determined the long term objectives, resources and policies of the 

organization. In 'Management Level Decision- making'. the governing body monitored 

the eflicient utilization or n:soun:cs, performance of operational units and took decisions 

in this regard. In 'Knowledge Level Decision making' the individuals in the organization 

evaluate new ideas for products/services; find out ways to communicate new knowledge 

and distribute information throughout the organization. 

Some of the interventions that the NGOs adopted were not very eflcC!ivc. Except BRO. 

the Self- Appraisals, Future Search Conferences, SWOT, Environmmt and Role Analysis 

were not conducted in a proper way. Visioning exercises carried out by SDCCC and 

BRO need to be improved. Indirect intervention with the target segment through other 

NGOs as done by VHAA. l~ti!ed to derive expected results. A. w,dl thought n1cthodology 

to know the employees' needs arc missing, which till now is only verbal. Annual gt:ncrul 

body meetings in case of the Jess successful NGOs arc held only as a formality. In these 

NGOs planning, monitoring and evaluation process is ulso not satisbctory. 
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To understand the role and influence of individual and gro~p d)·namics. in the 

process of Change Management: The individuals working in . the organization are 
. ~ . 

committed to their work and are highly motivated. The support given to the organization 

by the individuals, the good interpersonal relationship and the favourable working 

atmosphere has made the change process easier. The presence of strong organizational 

values and an appropriate leadership has helped in building a good organization culture, 

which in turn has played a positive role in the process of change management. The 

awareness of organizational vision, mission and objectives has acted positively in taking· 

proactive measures towards change. 

The absence of greater degree of dysfunctional conflicts, struggle for power and politics 

has helped the successful NGOs to take up change related interventions. The presence of 

results driven and high performance teams, and the good intra and inter team relations 

based on infom1ality are important factors in the change management process, as this 

accelerates collaboration and makes possible attainment of the objectives at a quicker 

pace through tean1 work. The target segment, the sponsoring agencies, the supporting 

agencies and the social workers are the NGO's partners in managing change. They are 

the NGO's link with the external environment and they provide valuable information 

regarding the needs of the external environment or the demands for change. They provide 

the necessary resources, managerial and technical guidance to deal with change and use 

OD effectively for the same, support the NGO in solving problems, guide the 

organization on the programmes/activities that need to be focused and above all provide 

cncou.ragemcnt lo the NUOs to move towards change. The promoters pl:iy the role of 

approving the change effort and providing guidance in the process. In few of the less 

successful org~1izations a 'close informal group· was observed, when: change related 

issues were discussed first before involving the rest of the organizational members in the 

discussion. In the less successful NGOs it was ohserved that the chief functionary 

depended a lot on the other senior members before taking up vital decisions related to 

change. It was found that in these two organizations the Executive Committee mostly 

comprised of elderly/senior individuals and they worked part time (especially in case of 

lCCW). Thl:y neither realized the necessity or change nor approved change. These 

organizations exhibit limited dynamism in the change process. 



Some instances of negativ~ individual and group dynan1ics or dy~functional conflicts 

though less prominent were observed in some of the NGOs. This is illustrated below in 

table 7.2. 

Table 7.2: Negative side of indi\·idual and group dynamics obscrnd in the NGOs 

Issues Experienced Comments 

in NGOs 

Problem with the TOMS, There was misunderstanding between these 

NGOs and the funding and the supporting 

agenc1es, who later discontinued providing 

funds and support. 

funding and supporting KGNMT 

NGOs 

Gap between the semor SDCCC, The study revealed that the senior members 

and the junior members KGNMT, found it dillicult to accept the innovative 

ICCW and to ·ideas of the young people and resisted ideas 

some extent in regarding change. This \Vas mostly observed 

TOMS. in the NGOs, which were old. It is interesting 

that though SSA is also old but they have 

very well assimilated the ideas from the 

young and old generations. 

Community 

intervention 

related ICCW ICCW used force from the district 

Leadcrshi p/power VHAA 

Cheating SS/\ 

Interpersonal conflict TOMS 

administration to acquire land and property 

from the community. 

It had earlier role confusion and interpersonal 

wnllict due to dual leadership. 

Profi:ssionals cheating the NliO 

Though occasionally interpersonal conflicts 

erupt. hut that is solved hy the leader before 

any ham1 is created. 
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Major factors responsible for making the NGOs. successful or less successful: The 

vital factors rcsp~nsible for making the NGOs suc~essful or less successful are shown in 

table 7.3. 

Table 7.3: Major factors responsible for making the NGOs successful or less successful 

Vital factors behind the successful Vital factors behind the less successful 

NGOs NGOs 

i) Good reputation of the i) The organi?..ations do not carry the earlier 

organization/goodwill created over reputation they had. 
I 

a period of time. 

ii) A good networking with the other ii) Presence of minimal networking with 

developmental organizations. other developmental agencies. 

iii) Availability of funds. iii) They voluntarily do not approach any 

sponsonng agencieS for funding, rather 

they expect these organizatiOJl to approach 

them. 

iv) Stakeholder's participation m the iv) Stake holder's participation in the 00 

00 process. process is limited. 

v) In being proactive. . v) These NGOs arc not proactive. 

vi) Efforts exerted towards 

environmental scanning. 

vii) Presence of good working climate. 

viii)' Appropriate organization structure. 

ix) Effective method of selecting pcopk vi) lhe less successful NCiOs were J(nmd 

to \vork for the organization an<.: to adopt a formal procedure 111 selecting 

having a cleat job/ role profile. their employees. The outcome is not very 

x) Presence of enthusiasm at all levels positive. There is role overlapping. 

of the hierarchy. vii) A low morale is reflected amongst the 

xi) Majority of stair being young and staff 

enthusiastic. 

xii) Good manpower strength. viii) The manpown strength is insunicienl. 

xiii) Committed individuals as workers. 



xiv) Presence of a good intcrpcrso~al ix) .In the unsuccessful organizations a gap 

xv) 

relationship amongst the members. 

An effective PME system. 

was ·1ound between the senior and the 

junior members. 

xvi) An effective leadership which IS x) PME systems arc weak. 

participative, 

committed. 

dynamic and xi) lncfTcctivc leadership. 

xvii) Presence of a training coordinator xii) Ahsencc of a training. coordinator and 

and the organization's HRIJ very limited cfli.ms given towards OD and 

initiatives. HRD. 

xviii) Presence of clear and shared vision, xiii) StafTs with specialized knowledge are 

mission and objectives. very limited. 

xiv) Absence of systt:matic I IRM policit:s. 

xv) Absence of a clear and shared vision, 

mission and objectives. 

Other findings: Apart from those findings lncntioncd above. the research has also 

revealed some other important findings. These arc cited below. 
\ . 

I. Among the eight NGOs the origin of three, namely Kasturba Gandhi National 

Memorial Trust, Shanti Sadhana Ashram and Tczpur District Mahila Samity were 

influenced by ideology of Mahatma Gandhi. One of them (Bosco Reach Out) is the 

outcome of developmental initiative of Christian Missionary. Three of them, namely 

Gyan Vigyan Siuniti Assam, Voluntary Health .Association of Assam, Indian Council of 

Child Welfare emerged to fulfill the needs of the society, namely to make every 

individual in the society literate. to provide health related facilities and bring awareness 

on health related issues in the society, and to bring development of childn.:n and take up 

welfare measures lor them respectively. Whcrc~l!:i ohc of them namely Sipajhar DianHind 

Club was established as a football club drawing inspiration from the game, which later 

transformt:u to a ucvclopmcntal organization working towan.l.s ucvclopmt:ntal (.lclion. 
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2. Except Bosco Reach Out (URO), no restructuring is done in the other NUOs, though 

need lor it is felt by other three, namely Tezpur District Mahila Samiti (TOMS), 

Voluntary Health Association of Assam, Sipajhar Diamond Club and Community Centre 

(SDCCC). A thinking process towards this end has been initiated by all these 

organizations. It is to be noted that all these l(nJr organizations arc tlu.: successful NG< )s. 

In contrast to this no need for change in the Organization Structure is felt by the two 

unsuccessful/stagnating NGOs namely. Indian Council of Child Welfare ( ICCW) and 

Kasturba Gandhi Mational Memorial Trust (KUNMT). 

3. lt was found that the NGOs that practiced an effective means of comi11unication were 

successful in implementing their plans and managing change. 

4. NGOs with a good work climate based on familial and friendly relationship amongst 

the working members and work culture based on values like, honesty, trust, commitment, 

dedication, sincerity, mutual trust and cooperation, transparency are successful. 

5. NGOs with a good work climate which was based on infom1ality, collaboration, had 

familial and friendly relationship amongst the members, had a more participative 

leadership was able to motivate its members, and were more successful. 

6. NGOs which had a touch ·of professionalism in work were more successful. 

7. All the successful NGOs had a 'Vision Statement' and some of_them have brought 

about changes in it or are in the process of changing it, like l3RO, SDCCC, and VHAA. 

In contrast to that both the stagnating NGOs did not have any 'Vision Statement', nor 

have they realized the need for it. 

8. An important finding is that m the successful NGOs the objectives have been 

redefined or new objectives were added with time. This was done in consultation with the. 

organizational members through discussions, \Vorkshops, and brain-storming sessions. 

Hence, most of the members were aware of the' objectives. Whereas in the stagt~ating 

NGOs no change in the objectives have been brought about. Most of the organizational 

members were unaware of their organizational objectives. 

9. Change is directly related to the initiative of the leadership. 

10. In all successful organizations all activities preceded with an exhaustive planning and 

~Ill cxtcnsivc monitoring and evaluation phase (PME). The action _planning was 

participative. They adopted spccilic methodology/approach towards their activities. This 



was not so with the two stagnating NGOs, except under 'Sarva Shiksha Abhijan' 

Programme under ICCW, which was carried out at the behest of the sponsoring agency. 
' ' 

.11. Though overall no systematic environmental scanning procedure exists, but some 
; 

amount of effort towards this end is given by tlie successful NGOs through internal 

meetings, SWOT analysis, Participatory Rural· Appraisals (PRA), surveys, strategic 

management activities, participation in workshops, seminars, and discussions with the 

sponsoring and supporting agencies. 

12. Except BRO, systematic 'Perfonnancc Appraisal' system IS m1ssmg m all the 

organizations where the study \Vas undertaken.· 

13. Dynamism of the organization \Vas not reflected in the two stagnating NGOs. 

14. In all the NGOs politics was found to be almost absent. Instances of negatiw forces 

and struggle for power arc also very minimal. 

15. An interesting finding is that the quantity of manpower was not directly related to the 

success of the organization. 

16. Most of the successful NGOs had written 'Job Descriptions' and 'Job Specifications'. 

Further all the organizational members had clarity of their roles. 

17. In all the NGOs individual dynamics are good. The organizational members have 

tremendous contribution towards the organization, a good interpersonal relationship 

exists with .. a collaborative atmosphere, and conllicts arc negligible. 'Quality of 

Leadership' was found to be an important clement. People looked for quality leadership 

ami an efficient leader who could guide them properly, wuld spend time with them and 

to whom they Could fall back when needed. 

18. A good intra and inter-group relationship exists in all the organizations under study, 

helping each other at work. Group conflict was found to he absent. The successful 

organizations ar~ characterized by teams which are results driven. They retlected all the 

characteristics of high performance teams. 

19. Though overall the relationship with the target segment was found to be good and in 

all the organizations under the study, but it was seen that in the successful organizations 

the target segment participated in action planning process. These organizations also took 

care to l1nd out the-needs of the target segment and accordingly carry out act'ion stcps. 

] L1£. 



20. The successful organizations had no dearth of funds/funding agencies and 

supporting agencies, who arc eager to help them. ·They maintained a good relationship 

with them. Whereas both the two stagnating agencies did not have sufficient agencies to 

finance them and they themselves are reluctant to approach them. 

21. All the successful NGOs had alliance's with a number of other partner NGOs in 

their developmental initiatives which was non-existent or missing in the stagnating 

NGOs. 

22. ln all the successful NUOs 'change' in several spheres lwve emerged and still 

they are looking forward to ·thange. Though changes have been both proactive and 

reactive, but the latter is more. Some of these organizations, like l3RO, SDCCC, SSA, 

and GVSA have handled/managed change very well. In the two stagnating NGOs change 

initiatives are very minimal and that too is limited to ·taking up some new activities. 

Otherwise these organizations reflect rigidity. 

23. It was found that almost all the NGOs under the study took a holistic approach in 

solving problems of greater dimension. They tried to involve all ·the organizational 
~ ........ --........ 

members including the stafT, the members of the community including the social workers, 

the sponsoring and the supporting agencies in the diagnosis and problem solving 

exercise. These problems tv-ere related either to their internal members or to the 

spcicty/community. Only in some limitcJ instances it conccrncJ the funJing ngcncics. 

24.. All the successful NGOs greatly emphasize on 'Organizational Developmental' 

activities and have attempted to conduct such programmes. These organizations have. a 

separate 'Training Coordinator' to handle this aspect. This aspect is very limited in the 

stagnating NGOs. Also this responsibility is not entrusted to anyone within the 

organization. 

24. The successful NGOs arc ·more attuned to the culture of their area of operation 

(cultural orientation). Their organizational strategies are ba.:;ed on this aspect. 

3liL 



Suggestions 

Based on the findings of the study, a few models have been designed tu reveal the 

practices followed and interventions to be designed and implemented for better 

management. of change in NGOs. 

Based on the research findings, a 'Conceptual' model on Managing Organizational 

Charigc in NGOs' is suggested (figure 7.1 ). The whole process of change through 

interventions, relationship with partners conccrncu, the ui!Tcrcnt uynamics and the 

outcomes arc explained in this model. Different typcs of impa~.:t or influence exerted by 

these components on each other arc also depicted in the diagram. The factors from the 

environment that highly influence the nature of change in NGOs arc socio-cultural and 

economic factors, organizational philosophy and values, top management> perception, 

organizational strategy, and the partners. The various organizational partners arc the 

employees, honorary members, sponsoring and the supporting agencies, target segments 

.and alliance partners. Except the last one, others have a high impact on th~ nature of 

change. The factors from the environment that moderately influence the nature of change 
. ~ 

in NGOs are market, technology, govemmentllcgal, the competitors or the other 

development agencies. The nature of .change, partners, previous outcomes, other 

environmental factors, and dynamics -of individual, group and organizational behaviour 

highly influence the type of interventions that arc to be adopted in managing the process 

of change. l-Ienee the NGOs need to consider this. while contemplating change and 

deciding the types of interventions that could ·be used fur this purpose. It was. observed 

that in most of the NGOs studied by the researcher, the nature of change experienced is 

incremental, unplanned and reactive. Very few had experienced a change, which is both 

planned and proactive, or radical. It is desirable that the NGOs adopt change that is 

deliberate, planned and proactive. For th~s the willingness and initiative of the top 

management is essential. It is desirable that they discuss this issue with the organizational 

members so as to make it more participative. In the next stage the top management 

should decide about a facilitator either external or internal to carry out the change 

programme. A systematic and routine et)vironmcntal s~,;anning i~ mandatory to bring this 

kind of change. The interventions that arc adopted also greatly inllucncc the nature of 

change. The major interventions imph:mentcd by the NlJOs and that arc successful at~ 
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the Diagnostic Meetings, Collaborative Planning, External ami Internal Evaluution, 

Motivational and Empowerment Workshops, Future Search Meetings, Culture-Match. 

Surveys, popular methods of campaign like 'Padyatra' and 'Kalajatra', target segment 

involvement like Self-Help Approach. An unsuccessful intervention that was adopted by 

few organizations is Indirect Intervention (working through other partner NGOs). The 

desirable interventions for the NGOs outlined in the model arc those in :.H.Idition to the 

successful interventions already practiced by the NGOs. These arc the Techno Structural 

· lntcrvcntions, Stratcgic lnll:rvcntions, llutllan J{csourn: ManagcnH:nt lntcrvcntiutls, allll 

Human Process Intervention. These arc discussed later in this chapter and presented in 

details in figure 7.2. Other useful interventions in th~.: NCiO context an.: cxt~.:rnal and 

Internal Scanning and Analysis, formulation of an effective PME (planning. monitoring 

and evaluation) system, Collaborative Networking and Alliance Building. Rdationship 

Building, Action Research, Survey feedback Approach and Force Field Analysis. 

Nevertheless this is not an exhaustive list of interventions that can be used in the NGOs 

in order to be successfuL The use of the interventions should be situation specific. The 

interventions used by the NGOs lead to and also highly influence the outcomes, but it 

occurs through people and their behaviour. These have a great impact on changes in the 

behaviour of people as individuals and groups, which lead to changes in the 

organizational behaviour. This has been termed in the model as 'dynamics t?l individual. 

group and organizational behaviour·. This highly inlluem:cs the interventions carried 

out, the outcome/results of the interventions anJ the nature of change and vice-versa. 

The results are moderately influenced by tl_1e nature of change and highly influenced by 

the sponsoring and the supporting agencies, the target segment and the organizational 

members. They are moderately influenced by the alliance partners. Except (or the 

organizational members and the target segment. the outcome modcrutcly influences the 

other partners. Some of the positive results of" these interventions arc ability to avoid 

resistance to change, meet demands of the environment, identify change triggers, fulfill 

the need of the partners, diagnose and rrianagc programmes effectively, rellect positive 

individual and group dynamics, and build up a learning organization. The negative 

OlltCOilH.:S rdate to decline in growth. ineffective pcrftlrllWnCl: appraisals. UllS)~StCmatic 

and irregular environment scanning, .limitl·d proactive nH.:asun:s towards change and 



TECHNOSTRUCTURAL 
INTERVENTION 

RestruCturing Organization 

• Reengineering 

Employee Involvement 

• High Involvement 
Organizations 

Work Design 

• Self Managed work teams 

\ 

STRATEGIC INTERVENTIONS 

Organization & Environment 
• Integrated strategic change 
• Environmental analysis 

Organisation Transformation 
• Self Designing Organization 
• Culture Change 
• ·organization Learning and 

Knowledge Management 

. STRATEGIC ISSUES 

TECHNOLOGY 
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ISSUES I .....-

. HUMAN PROCESS ISSUES J 

,, 
HUMAN PROCESS 
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Interpersonal & Group Process 

• T-groups 
• Process Consultation 
• Team building 

Organisation Process 
Approaches 
• Organization Confrontation 
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• Intergroup relation­

Microcosm groups. · 
• Large group Intervention 
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Development. 

HUMAN RESOURCE 
MANAGEMENT 

INTERVENTIONS 

Performance Management 

• Goal setting 
• Performance Appraisal 

Developing and Assisting 
members 

• Career planning 

Fig.7.2: Desirable interventions to address specific organizational issues in NGOs 
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unplanned OD programmes. Some of the desirable outcomes that have been outlined in 

addition to the already mentioned positive outcomes arc realization of a dynamic 

organization, ability to achieve organizational mission and objectives effectively, 

enhancement of organizational perfonnam:e and growth, and ·alignment with the 

environment. Thus it is hoped that this model will give an insight into understanding the 

role of various vital components in the process of managing change in NGOs and 

devising an appropriate strategy for conducting the same. Thus the results are expected to 

be more successful. 

lt would be worthwhile to suggest some OD interventions in order to tackle different 

organizational issues. Accordingly five sds of important OD interventions namely, 

Strategic Interventions, Techno-structural Interventions, I Iuman Resource Management 

and Human Process Interventions are suggested by the researcher in order to deal \vith 

' strategic issues, technology/structure issues, hw11U11 resource issues and human process 
• 

issues respectively in the NGOs. These arc represented in the figure 7.2. As shown in the 

figure, in an organization all these issues are interlinked with each other. These 

interventions are discussed below. 

The Strategic Interventions for NGOs: This set of interventions could be used to 

address the strategic issues in an NGO like the type of functions, services the NGO would 

be involved, ways and means of gaining competitive advantage ami relating to the 

environment, and adhering to the values that will guide organizational li.11H.:tioning. This 

type of interventions includes two major subsets. They arc Organization and 

Environment, and Organizational TransjiJmwtion. 

Organization ami Enviro11ment: Interventions . rdatcd to organization and its 

environment includes Integrated Strategic Change and Environmental Analysis. 

Intcrv~ntions pertaining_ to Organization Transfonnation include Self-Designing 

Organization, Culture Change, m1d Organization Learning and Knowledge Management. 

o Integrated Strategic Change consists of four steps. These arc, pcrfom1ing the 

strategic analysis, exercising the strategic choice, designing the strategic plan and 

implementing the strategic chungc plilll. 



o Environmental scanning anJ analysis would incl,uJe SWOT analysis, Force Field 

Analysis and analysis of the players both in the internal anJ external environment to look . 

tor de11mml related to change. 

Organization Transformation: Those organizations who have failed to respond to the 

environment and have not taken any change initiative~; ami those who arc struggling. to 

exist, arc likely to be benefited by it. It implies radical changes in the way organizational 

members perceive, think and behave at work. It leads to signilicant shills in corporate 

philosophy and values, organization culture, organizational strategy, and several_ 

organizational arrangements that shape the members behaviour. In case of NGOs the 

following Organization Transfonnation related Interventions would be useful. 

o Self-Designing lnlerven/ion can be valuable in the organization transl(mnation 

process. NGOs adopting this can build capacity to transforil1 themselves to achieve high 

performance. lt involves an ongoing series of designing and impknn:nting activities 

carried out by managers and employees at all levels of the firm. 

• Cullure Change.: A 'Bottom up Approach' to task alignment would be a useful 

strategy for Culture Change of the NGOs. In this approach change is developed from 

bottom to up, tied to the organizational critical path and spread throughout the 

organization. There is a greater participation of members and team leaders. The senior 

management is required to specify the general direction and provide a climate for change~ 

Change is realized by way of developing people's abilities and improved coordination. 

The results generate stronger commitment to change. The Bottom up Approach to task 

alignment f()r culture change that could be useful f(H NGOs is shown in the figure 7.3. 

o Orgunizaliunal Learning and Knowledge Management: They are likely to be valuable 
I 

strategies for the NGOs. Organizational Learning enhances an organization's capability 
' I 

to acquire and develop new knowledge, and Knowledge Management focuses on how 

that knowledge can be organized and used to improve performance. 

It is observed that in many cases the NGOs were unable to fulfill thC? demands of their 

stakeholders or the environment because they lacked a systematic and ciTec.live means or 
scanning and analyzing the envi~munent anJ take action steps accorJingly. The 

interventions related to organization and its environment would help the NGOs to better 

understand the needs of its diiTcrent stakeholuers both from the internal and external 
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6. Evaluate outcomes of change and amend vision 
and action as necessary 

5. Confirm change by ensuring that policies, procedures & 
structure support th~m 

4. Spread the changes out to other areas of the 
organization _ 

3. Work towards common agreement of the vision & skills and 
actions to carry it forward. 

2. Work jointly to ~evelop a vision for the future of the 
Organization 1 

-
. _,_ siAii-F-'·: -----. 

1-. Start to ensure commitment to change by involving people in 
defining the problems 

·-:- .... • .• .,._ Jt>--

... .;o- :::! '· • r' • ... , __ ~ 

Fig. 7.3: ,BOTTOM UP APPROACH FOR CULTURE CHANGE 



environment, use their strengths and driving forces to take advantage of opportunities and 
( . 

comhat weaknesses. This will help to devise new strategies and change plan. There arc 

NGOs, which no longer can be benefited hy im:remental change, hut they 11ccd drastic 

changes to survive, and then ·succeed. In th~se kind or N< iOs Organizational 

Transformation strategies would be useful, which will help the organization to build up a 

new work culture based on Learning and Kno\vlcdgc Managcmcnt. The two lcss 

successful NGOs namely Kasurba Gandhi Na_tional Memorial Trust and Indian Council 

of Child Welfare must adopt Organizational Transfom1ation to address its m:mil(>l~ 

problems in order to survive and emerge with a renewed vigour. But lor this they must 

hold several rounds of discussions with "their stakehoklcrs. The transf{mnation process 

s?ould be a partcipative one rath~r than imposed. TheY must seck their ideas about .the 

future of the NGOs, decide the vision, mission, obejccti,;es ami specific strategies for the 

organization. There is a need to go for culture change. Organization and Environment 

related interventions though are required in all NGOs, but they m'ust be carried out in 

those NGOs where there is a gap· in environmental information. Apart from both the less. 

successful NGOs who need this information to revive themselves. know the needs of the 

target segment, funding and supporting agencies and their employees, it is also essential 

for the other NGOs who dot have~ systematic procedure of Environmental Scanning and 

Analysis. The NGOs should ad{)pt a mechanism for routine environmental analysis. 

The Tcchnostructural lntcrvcntio~s for NGOs: These interventions arc suggested to 

address the technology or structure related issue_s like dividing the labour: coordinating 

the departments, producing products or services, designing work etc. These include those 

interventions that relate to Restructuring Organization, Employee Involvement and Work 

Design. The specific interventions under these that could be useful in the context of 

NGOs are discussed below. 

o Restructuring Organization should consider 'Reengineering'. It breaks down 

specialized work units into more integrated, cross-functional work processes and makes 
\ 

work faster, more flexible and responsive to changes. It relates to redesigning the 

structure, the management process, the organization culture and adopting new 

technology. 



• · Emplpyee Involvement (EI) seeks to increase member's input into decisions that 

affect organization performance and employee well being. It can be done by way of 

providing requisite power, relevant infonnation in time, upgrading cmploycc's 
. . 

knowledge, skills, and giving rewards. Table 7.4 depicts categories of EI, the methods 

that could be used f~r Employee Involvement in NGOs and the intended rationale hehind 

it. 

Main categories 

of EI \ 

Downward 
I 

communical ion. 

Table 7.4: Employee Involvement for NGOs 

Methods to be used Intended rationale 

Team briefing, newsletters, periodic To provide informat-ion, 

journals and magazmes, vidcos, pass on mcssages, to he 

audiotapes, email, telephone briefings, educative or reeducative. 

interfaces. 

frob/em solving feedback sessions, meetings, quality Explicit access to 

involvement and action teams, quality improvement employees' expcncncc and 

upward 

communi cal ion 

Consultation 
\ 

teams, suggestion schemes, employee skills, gain cooperation and 

survey. opt mons. 

Joint consultation committee, . staff Employee involvement and 

forums and meeting~. checking the decisions. 

Siruclllral Job redesign: job enlargement and joh To be reedm:ativc; provide 

changes a/ job enrichment; greater level of motivation 

and work Work reorganization: team working; and satisfaction; 

organizal ion 

level 

Autonomous 

empowerment. 

working groups; empowermg. 

Managerial Style P~rticipative managerial style; being To realize better individual 

and leadership visible, accessible and Informal; and group dynamics 

creating credibility. 

High Involvement Organizations (H/0.\), which are part of El could be very relevant 

interventions for NGOs. These interventions create organizational conditions that support 

high levels of employee participation. In I IIOs alniost all organization fcatures arc 



designed jointly by management and workers to promote .high levels of involvement and 

perfonnance. The design features to transfonn NGOs to High Involvement Organizations 

could be as depicted in table 7.5 

Table 7.5: l>esign feature for 1110 for NGOs 

ORGANIZATION Team based 

STRUCTURE 

JOB DESIGN Individually enriched/job enrichment, self- managing teams or 

high perforrriance work teams. 

INFORMATION Open, decentrali~ed, tean1 based, participative setting of goals and 

SYSTEM standards. 
·-------· ----- .. ___ , __ - ~ . 

CAREER SYSTEM Trm:ks for advam:ement, counseling, and open job posting. I 

SELECTION Providing realistic job preview; involvement of the team members 

in the process; value oriented/looking for culturc-mutth. 

TRAINI.NG High commitment, peer training. interpersonal skills, value 

training and problem solving. 

REWARD SYSTEM Open, skill- based, and-flexible benefits. 

PERSONNEL Stability of employment, policies participatively established 

POLICIES through representative group. 

PHYSICAL Arranged around organization structure, egalitarian, safe and 

. LAYOUT pleasant. • 

• Work Design is concerned with creating jobs and work groups that generate high 

levels of employee fulfillment and productivity. Self-Managed Work Teams/High 

Performance Teams/Self-Directed Teams arc important clements t)f Work Design, which 

could be formed in the NGOs. These Work Designs consists of members perfonning 

interrelated tasks. They arc responsible for a complete product or service. They control 

members' task behaviours and make decisions about task assignments and work methods. 

They set their own goals within broader organizational limits. 

NGOs that are lagging in their work due to an inappropriate and inflexible Organization 

. Structure can perform their work l~tster through Restructuring ami Work . Design. 

Rcsistam:e and demotivation of tlu:ir people can be worked out by seeking their 



participation m planning and· implementing of work, and decision making. This is 

possible through Employee Involvement. The problern of ineffective teams can be solved 

by establishing Self-Managed Teams. 

Both the less successful NGOs can be benefited by all the above mentioned 

Technostructural Interventions. As it was observed that all the en~ployees are not 

involved in the decision making process. Further there is a lot of communication gap 

amongst the employees on important organizational matters. The organization structure is 

less organic, hence they need to adopt new Work Design and build up Self Managed 

Teams. Some amount of role ambiguity was also visible in Shanti Sadhana Ashran1, 

Voluntary Health Association of Assam, Tezpur District Mahila Samity and Gyan 

Vigyan Samiti Assam, where some key people arc performing multiple tasks and an; 

responsible for multiple jobs. Further, they did not have any job descriptions or role 

profile. Here restructuring and work design will be helpful. 

The Human Resource Management Intcn•cntions for NGOs: These interventions 

should address the Human Resource issues in the NGOs like attracting competent people, 

setting goals and rewarding people, planning and developing people's careers. These 

should include 'Performance Management' and 'Developing' Mruiag.ers. 

o Performance t.1anagement is an integrated process of defining, assessing and 

reinforcing employee work beha~iour and outcomes. It includ~s practices and methods 

for goal selling, performance appraisal, and reward .\ystems. Mi30 could be beneficially 

used by the supervisors in setting objectives and reaching an agreement on major job 

responsibilities with the subordinate. An attempt should be made to align personal goals 

with that of the organizational goals. The pcrfom1ance appraisal for NGOs could be 

designed as presented in table 7.6 
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Table 7.6: Approach to pcrformnncl~ Appraisal in NGOs 
----------

Elements High involvement approaches 

Purpose pevelopmen~al, integrativ~ 

Appraiser Appraiser, co-worker and others (360°) 

Role of Active participant 

appra1see 

Measurelnent Objective and subjective 

Timing Dynamic, timely, employee or work~driven. 

It is observed that some NGOs are unable to achieve their objectives because they are 
\ 

poorly defined. Further these objectives arc imposed on thl: imliviJuals or thl:y did not 

have specific objectives/goals for themselves. Thus a system of measuring performance . / . 

and taking· corrective measures is lacking. An df~ctivl: pl:rl(mnancl: managl:ml:nt as 

suggested above is likely to help the NGOs in this context. 

Except for- Bosco Reach Out no other NGO has a proper system of carrying out 

Performance Appraisal. Hence 'Performance Management' intervention is very much 

required in the other seven NGOs. None ·of the NGOs have given any serious thou~ht 

about career planning of its managers and integrating it to the HR planning of the NGO. 

Hence this intervention should be imbibed in all the NGOs studied in order to retain the 

good people and seck their career growth and development along with the organizational 

growth and development. I 

o Developing Managers/key people: i\ well thought career planning could be 

integrated to individual career planning and HR planning of the NGO. 

The Human Process Interventions in case of NGOs: These interventions would address 

the human process issues confronted by the NGOs like those rclatl:d to communication, 

solving problems~ making decisions, interacting with people and leading people. These 

relate to the interpersonal and group process approaches,. and organization process. The 

specific interventions under these are cited below. . 

o Interpersonal and group process: This set of useful interventions for NCiOs 

would comprise ofT-groups~ Processes Consultation ami Team Building. T-group is a 

small, unstructured group in which participants learn from their own inll:raction and 
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evolving dynamics about issues like interpersonal relations, personal growth, leadership 

and group dynamics. In Process. Consultation a skilled consultant helps the· 

organizational members to learn about human and organizational processes, and help 

them to solve problems that stem from process events themselves. Team 11uildinR 

Intervenlions arc highly useful for NGOs. These would bring about improvement and 

increased effectiveness of various teams within the organization. Some of the 

interventions which could be valuable for the NGOs are 'Role Analysis Technique', 

'Interdependency exercise', 'Force Field Analysis'. 

0 Organization Process approaches: This set of helpful interventions would 

constitute of Organization Confrontation Meeting, Inter-group Relation Intervention, 

Large Group Interventil.m and Grid Organi:~.ation I kvclopment. 

Organizalion Confrontalion Meeting is an intervention designed· to identify problems, 

set priorities and action targets, and begins working on identified problems. Amongst the 

various Inter-group Interventions 'Microcosm groups' is likely to :be a helpful 

intervention. A Microcosm Group consists of a small number of individuals who rellcct 

the issue to. be addressed. The group assisted by the 00 practitioners or facilitators could 

create programmes and processes targeted at specific problems. 

'Large :croup · lnlervenlions' are. change programmes referred to as 'Search 

Programmes' or 'Open Space Meetings' or 'Future Searches'. In case of NGOs they 

could bring together the whole system comprising their members and /employees, 

funding\agencies, supporting agencies, the target segment and their other stakeholders 

together in a room for a conference to discuss strategic issues and problems. 

'Grid Organizational Development' could be another vital intervention that starts by 

developing an individual manager's behaviour to tcannvork development, then to inter­

group development, developing an ideal organizational model, implementing the ideal · 

strategic model and ultimately systematic critique/evaluation. 

lluman Process interventions arc highly useful in solving problems related to the 

diffcrcnl processes conducted by the individuals in an organization. The interpersonal and· 

group process related interventions wolJ.ld help to reduce the dysfunctional conflict within 

the NGOs by enhancing the intera\tion amongst the individuals. Problems within or 

interdependent teams/units can be sorted out through Team Building interventions, which 



will give them a scope to diagnose problems and plan their actions together in a group. 

The problems related to role confusions and overlapping can be solved through Role 

Analysis Technique, which will help to define the 'role and its responsibilities. NGOs that 

lack a vision or have not shared their vision with their people are likely to be benefited by 

the Future Search exercise. This will help people to see the future of the organization, 

share it amongst themselves and see their own role in it. 

Both the two less successful NGOs require 'Large Group Interventions' as discussed 

above. The successful NGOs taken up for study are today qlt>ite stable, but still they are 

not very sure of their desired future state or they haven't carried out any sort of exercise 

to formulate a ideal strategic organization model for themselves except Bosco Reach Out. 

For this they must carry out Grid Organization Development Programme in their 

organizations. But for this they \viii be requiring consultant's support hecause the 

organizational people are not competent enough at this stage to carry out such 

intervention all alone even if they are trained once. 'T- Groups' though would he 

beneficial to all the NGOs, but they will be particularly useful in Kasturba Gandhi 

National Memoria\ Trust Assam, Indian Council of Chi\d Welfare Assam and Tezpur 

District Mahila Samity, where a gap was visible between the senior and the junior 

workers. This intervention would help to improve upon their interpersonal relations, 

personal growth, leadership . and group dynamics through interactions amongst 

themselves. 

The 'Dynamic Model for NGO' for NGO Management: The researcher has presented 

a dynamic model/framework for NGO based on the sttJdy (fig. 7.4 ). for better 

management. of these organizations and to cope up with the day to day demands of 

change. It has included the vital components from the internal and external environment, 

which are to be regularly .examined and modified in order to bring about necessary 

changes in the system. This will help the NCiOs to remain proactive ami plan change in 

advance. All NGOs must have an 'Organizational Vision·. This vision though initially is 

that of the promoter/s, but it need to be shared with others in the organization. lt. then 

becomes a Shared Vision. !The vision helps them to fonnulate an 'Or}Zanizarional 

Mission'. It is essential tha·t vision and mission statements of the oreanization are written . .. ~ 

down and are reinforced on the people from time to time. For achieving its mission the 
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NCiO should lay down spt:cilic ohjt:ctivt:s. which then become 'Or~ullizutiollul 

Objectives'. In order to realize these, the NGO should device appropriate 'Organizational 

Strategy', which in tum focuses on specific Goals or Activities and the type of Culture 

that would be required. Based on tl;e type of goals or activities and the culture. the 

'OrgwJizational Structure' is framed. The goals or activities nrc further broken down into 

specific 'Task<;', which influence the organizational structure and the Work Design. 

Culture inl1uences the Organizational Structure and the HR outcomes. Organizational 

Structure in tum affects the Tasks, Work Design, 1-m:_outcomes, Culture and vice-versa. 

The Tasks, Work Design and the HR outcomes culminate into Individual and Group 

Per:fonnance. This is achieved through managerial functions of !'fannin~. Or~anizin~. 

,)'ll~jjing. /,eading and Controlling. Tht: feC'dhuck of individual and group· j)t:rlimnam:c 

got:s hack as :.111 input of next organizational strall:gy. Arter cx:unining tlu.: ll:cdhack, 

necessary changes are made. For achieving the desired results and managing change, 

there should be continuous Scanning and Analysis (~f the external and internal 

environment. The NGO sh()uld device a system to know and fullill the needs and 

expectations of its stakeholders; take care of opportunities and threats posed hy the 

players in the external environri1cnt like the target segment, supporting and the 

sponsoring agencies, government, society, social workers, competitors: and also adopt 

careful strategy to intake resources and other inputs from the external environment. The 

focus should be on routine Organization Development through effective Relationship 

Building,' Communication, Organizational Learning and Knowled~e Management. 
' 

'/'raining, Culture Building and EmJJioyee lnvoh-ement. The above interventions would 

provide the required impetus to the NGO to remain dynamic and manage change bette~. 

The successful interventi~ns presently practiced by NGOs that could be continued 

with the same approach and methodology: These me. the interventions which were 

practiced by some of the· NGOs studied by the researcher and were successful to a greater 

extent in achieving the d~sired objectives. They could be continued in these NGOs and 

suitably adopted by other NGOs using the same approach and methodology. These_ 

interventions are mentioned below. 

o The Culture-Match 

o Motivational and Empowem1ent Workshops for the target segment. 



• Sdl"-llclp (iroup Approach. 

o Integrated Programme Approach 

The existing interventions, which need reorientation in their methodology: These 

interventions arc found to be useful in the NGOs but they need some rc~iJ1crncnt in order 

. to deliver more results. They are cited below: 

o 71re diagnostic meetings: though these meetings arc desirable, but they have not 

delivered the desired results equally in the NGOs. Organizational diagnosis should be 

carried out at three levels namely, the overall 'Organization Level' that would include the 

design of the NGO's strategy, structure and process. Large units within an organization 

can also he diagnosed at this level. Diagnosis at the '(iroup I .evel' would include group 

lksign and devices fi>r structming interactions :11111111g the lllL"IIIh~·rs. 11onn~:. work 

schedules etc. At the· JnJividual Levd' it would include job design. 

o Collaborative planning should be more professionalized. It needs increased 

involvement all the stakeholders. 

o External and internal evaluations have enough scope for improvement. It should 

not be carried out only at the behest of the funding agency for specific project, but shoul~ 

be a part of or tool for regular monitoring and evaluation of all work. For this they arc 
I 

required to design a precise format. 

o Future Search !vfeetings though successful are limited to very few NGOs and that 

too they are not conducted in a professional way. Thus these meetings arc to be properly 

planned ami at l~1st in till; initial years require to he conducted. by an cxperienceJ 

professional. 

o Surveys a/ the large/ segmenl level.are valuable, but they need to be conJuctcJ at 

regular intervals and as follow up of work. Use of 'Survey Feedback Approach' while 

carrying out change/OD programme could be a good choke. 

o Popular methods of campaign like 'Padyatra' and 'Kah~jatra' are useful but the 

results should be measured against specific goals. There need to be a system of 

evaluating the impact and take follow up actions. 

Other Interventions: The desirable interventions for the NGOs have been already 

discussed under different models in the previous pages of this chapter. Following are 

some other interventions that could be highly useful. for the NGOs. 



0 llsi ng · /\dion Research' i 11 diagnosing am!Sol vi ng organizational prohlcn1s. 

o Conducting periodic 'Participatory Organizational Analysis' would help the 

NGOs to gain mileage. 

o Eflorts towards environmental scanning and specially prioritizing the needs of the 

target segment. 

o Adopting an appropriate PME (Planning. Monitoring and Evaluation) system .. 

The expected outcome of using these interventions is that the NGOs would he in a better 

position to manage their organizations successfully, leading and mariaging change 

wherever necessary. They would be in a better position to clearly define their vision, 

mission and objectives; design work programmes and strategies for efficient delivery of 

specific scrviccs/outputslf'ac . .:ilities hy understanding the demands of the enviro•u•'•cnt. 

They coulu effectively involve their partr~crs in problem solvi~. activity planning ami its 

implementation in order to empower them and make them resp,onsihlc l'l>r their work. 

· This will also help in avoiding resistance to change and increase the likelihood of the 

programmes to be more successful. 

Conclusion 

Last but not the least the researcher would like to add that the NGOs should feel or 

realize the need for Change. for successful Management of Change there is a need to 

imbibe an effective OD and Management Process in the organizations, existence of an 

effective communication. Further it is vital to have an eflicient leadership, which is 

participative (shared leadership) and value hascd. Rcali:r.ation of a shared vision and 
. . \. 

professionalism at work would pay results. Participation of all stakeholders in the change 

efl'ort, routine Environment Scanning and /\nalysis. a strong PME system, dynamism of 

the organization, job/role clarity, positive individual and group dynarni~..:s, a good 

relationship with the sponsoring and supporting agencies (inCluding a proper fund 

management), holistic approach towards solving the non-routine problems by including 

all the stakehol~ers, emphasis on "Organizational ~evelopment" activities, strategies 

based o~ culture, building up High Performance Tean1s are other useful factors that are to 

be taken care of while managing ~..:hangc. A good working climate that is dwractcrizcd h'y 

familial and friendly relationship, has mutual trust and cooperation amongst the 



memhers, and has orientation towards the culture that 1s a value based 1s very much 

essential for NGOs. 

Scope for further study 

At the end of this study the researcher felt that there is a great scope for further studying 

the different interventions used by the NGOs at the micro level. The intcrven~ions and 

framework as suggested by this study should also be tested for a considerable period and 

studied for their efficacy and usefulness in NGOs.Thus necessary modifications could be 

brought about in the approaches of the interventions if necessary. The ideas for changes 

could be shared or discussed with the key people in the prospective NGOs so as to know 

their reactions and views. It would be appreciated if the researcher conduct similar 

studies· on NCIOs hascd at diflcn:nt locations so that a 'Universal Model ol' < :hange 

Management for NGOs' could be designed that could be rc~licatcd anywhere in the 
' 

world. Various management experts and behavioural scientists arc working in the area of 

Change Management, Organization Development and NGO Management around the 

world. It would be very useful if they could be interacted and views could be exchanged. 

This. is sure to produce great amount of literature in these areas, thus providing new 

insights to the researcher. 
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