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PREFACE

India is a large and diverse country which is comprised of regions 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 govemment Further, more’ than seventy percent of the Indlan 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
govemment encouraged the formation of certain 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 \}illage Industries Corporation (KVIQ),
Council for Advancement of ‘People’s Action and Rural Technology etc. Later the ministries
looking after Rural Development, education, health, environment, women and child weifare
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 literecy, income generation, women and child development, human
rights, health and nutrit.ion, relief and rehabilitation, legal aid, cons:ultation, 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 several NGOs who are not registered yet. That
implies that the actual number far exceeds the figures mentioned by different authors and
directories. ’ ) -
. lndij«m NGOs are facing various problems. The tragedy is that after decades of planning, the
role of voluntary action is yet to be properly undeistood. 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 espects of development.
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 competencies and approaches from the



NGOs. It must be recognized that présent 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 sﬁﬁ of NGOs has come up.

‘Every NGO has two sets of environment to maﬁage namely the external and the internal
environment. As the environment is dynamic, it brings forth new and changing demands and
- challenges for the organization to deal with. Thus for sustaining itself it becomes very much
necessary »fo-r the NGO to get adapted to the demands of the changing environment: Hence
* there is an enormous need for these organizations to successfully manége 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 -'Organizatior‘; Development A'(OD) has become useful in understanding,
pre'dic(ting and managing Organizational Change successfully. Hence, the gaps that exist
between interventions used by NGOs at present, and the desirable interventions that could be
us.ed’, can be bridged by understanding and studying the OD process in NGOs. Keeping in
view all these gaps a strong need was felt to initiate OD research as to how change is
managed at vgirious stages of its process positively. Conside’ring 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 vérious 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 of 3:1) as per suggestions given by the experts, to have an understahding of better
performance as well as poor perfo,‘rmance. The variabies studied for the purpose are: the

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

" geographical area of operation, 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 individual and group dynamics, the changes undergone, the changes needed, the OD
process, the different problehs 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 OD interventions uﬁdertaken 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
changé 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 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 peoples participation as
equal partriers 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 Organizational
Change in NGOs as well as é 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 sections of stakeholders were interacted
upon. Paucity of published materials in this topic, howéver, helped the researcher to learn
many concepts from the grass rodt level as well as from different experts all over India.
NGOs bi' their nature are not very o;.)en. and usually do not ltrust outsiders. It was a tough job
to convince them, win their trust in order to conduct the ‘study in their organizations and get
information from Vthe‘ir people at different levels. Moreover the researcher had to spend lot of
time in collecting some important 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 the 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 singlemesi vital issue faced by the managers or administrators of the
organizations. It can be termed as an art that integrates thcorics, 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 transformation.
. They have changed their outlook, their approach to the organizational and
environmental .management. These organizations also have to manage their human
resburces, the target segment, funds, other inputs to carry on the managerial functions
of planning, organizing, staffing, leading and controlling. Thus managing change is
also of enormous ‘signiﬂcanée for the non-govemmént 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 z;bout 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 transii_ion are
crucial. B.R. Virmani pointed out that Organization Development (OD) interventions
are for change. In a simple w;ly need for change can be termed as a disease and OD as

thé‘ treatment. OD is used to bring about planne-d' change. According to Bharati |
Sharma importanl‘variables that are to be considered in' managing change are, the
organization culture, group dynamics, leader’sﬁip, attitudes, values, motivation,
training, learning, organization processes, role of promoters, sponsoring and
supporting agencies, organizational vision, mission, objectives, methodologies and
activities. The present stratégies should be based on past experience. Further an
organization should focus on broactive strategy in managing change.

Rashmi Agamal\staled 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 externdl 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 effective leadership it
will lose its true value. M.K.Dicxit 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 changé 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
4 look upon the macro environmental factors in order to devise appropriate strategy to
deal with the external threats and opportunities. D. Sharma opined abo.ut the utility of
OD tools in managing change. Action Rescarch approach, Survey Feedback approach,
Future Search Conferences are extremely useful in bringing ébout wide change in the
organi‘zatic'ms. Methew Cherian felt that for knowing the change management in
NGOs, it is essential to understand the change parameters, like human aspects in the
organization, the >~target seginent, the funding agencies, the partners or alliances etc.
for knowing change management in NGOs. Dr. Rajesh Tandon expressed that change
management is of great 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 different nature and the way change is managed
is likely to vary. D.D.Mali said that chénge_managem’ent 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
imbortanf variables influencing changc management in the organizations. The role of
the stakeholders is also enormous in the change management process of the
organizations. For a proper ch‘mg,e management organization should kup a track of
its environmental variables. Organization Development interventions are used to bring
change in the orggnizalions. The NGOs require change management in order to
survive and excel. '
The concept of Change, Organization Developmeht (OD), non-governmental
organizations (NGOs) and various models that are useful managing Organizational

Change are discussed in the subseqdent pages.



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 6f things is different fro'm the old state of ihings”. '
“Change is understood as making the form, nature, content etc. :l’ somcthing
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.

“Change constitutes a depérture from the established order of lhingé. 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. In order to bring about changes in them, organizations need to change three
other aspects such as: strategy, structure and people-management practices. These
three aspects determine the process of change. Finally change needs to, be driven by
value based leadership.* | ‘

Types of Change: C'hange 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 be 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 (1) Developmental Change, which refers to
improving whai 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
like restructuring, mergers, introduction of new processes, technologies, system and
procedures. (3.) Transformational Change, which is a fundamental re-invention of the
organization by changing its leadership, mission, culture, structure, strategy and HR

practices.



Organizational Change: It may be understood from the following four- major
‘perspectives. They are: (1) 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 orgariization on the
resources écquired from the environment. (3) Population ecology perspective, which
tells that in order to survive the organization should change at the population level
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 affect the organizations. 'l"hésc features make up
 the institutional environment. According to this, organizations change their structures
and strategies not to improve performance but to conform to the norms and standards
of the institutional environment. 3 |
Organizationa'll' Change is both continuous and discontinuous. The authors have put
forward the ‘punctuated equilibrium model of chaﬁge’. According to this model,
Organizational Change is characterized by Iong periods of slow incremental change
punctualed by short, sharp periods of rapid, transionnatlonal change. As organizations
grow, they move through five distinct stages of change Each period consists 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
penod of turbulent change is called revolution. 6

Similar view has been relterated by Johnson and Scholes, who have mentloned that
there are four types of strategic change namely evolution, revolution, adaptation and
reconstruction based -on the nature and scope.” According to Rajamani, change fall
into five ca_fegories namely, (1) Changes in the industrial relations climate /
environment. (2) Changes in the layout of the: plant / changes in the plant and
machinery, process etc. (3) Changes‘ in the composition of the work force. (4)
‘Changes in the work methods and practices. ®  According to Sharma, the areas of
chaﬁge are (1) Organizational patterns (2) Sphere and methodologies of working (3)
Environmental factor (4) Performance (5) Social and personal values. ? According to
| literature of Pria, Organizational Change takes three forms, these are, (1) Problem

solving (“push” change). (2) Transition Management (“pull"  change). (3)



Organizational Transformation. '® The first two forms are the change drivers. In case
of ‘push, or the problem focused change’, the change agent is likely to find people
asking questions like, who is to blame, and how 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 Change: There are different approaches to managing
change. These vary with the nceds, the objectives of the organization, the pressure (;l'
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 Ramnarayan, discontinuous change
needs to be implemented swiftly, as parlicipation may consume more time and may
not lead to better information or ideas and thére is more likelihood towards resistance
to change as it takes into account the steps like downsizing, delayering, re-structuring,
etc. The seven steps to implementing change are, (1) assemble a change management
team, (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 chan;:,es into the culture of the org,amzatlon

The different styles of managm;, change are education and communication,
collaboration or participation, intervention, direction.'? Styles of managing change are
not mutually exclusive in a A‘Chan.ge Programme’. Different stages in the change
process may require different styles of managing change. Participative style is
appropriaté for incremental change within organizétions,‘ but to undertake
‘transformational change directive approach is more appropriate. The levers for
managing strategic change are changes in structure and control systems,
organizational routine, symbolic processes, power and political procésscs,
communicating change and use of appropriate change facilities. .

In an organization, people, process and technology are inséparable. Change in any one
of them will have an irﬁpact on the other two. One of the viable waysb to bring about
an effective change in an ofganization 1s to changé its culture. Leadership as an

instrument of ' Managing Culture' can improve the performance of an organization. "
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When an organization is attempting planned change, thc 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 adap.tcd to strategically driven change. Involving cmployees in performance
management is a powerful- way of changing organizations. The organization’s
objectives can be linked to individual performance objectives, thu.s contributing to
organizational changé. 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 to which the actions or change interventions are successful. 1

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 information about (1) 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 iﬁtewentions, techno-structural interventions, human resource
managementA 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 effective, attention is dirceted at institutionalizing the changes. '
Radical change could be a vital strategy to revive an organization. Even when the
'organi'za'tion is successful it can plan for radical transformation as a proactive step in
the context of rupid‘cconomic, technological and C()l'npclilivc cnvironment. ‘For this
the organization should develop a vision, act on it and implement the plan. There
ariscs a nced for cifective alignment among theee key elements: its value creation

logic, its organizing principles and its people processes. Aligning growth, managing



acquisition, and diversification are situations where radical change has to be worked
into. Revitalizing people, organization, and relationships are essential. The new
management has new roles and tasks to play. e

The important prerequisites to dcal with the complcxiiies 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) Communication should be carried out

in detail and the process should‘b_c meticulous und regular, (4) Reasonable monctary
compensation and non-monitory schemes must be offered to the workers, who are
deprived of conveniences, comforts and customhry methods of working. 1

Thus, many authors like French an>d Bell, Mal and Sharma 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 indicated change to be either transitional or transformational. Rajamani has
classified 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 performance, willingness to serve the customer or target
segment’s needs are stated to be some of the important reasons for change. Approach
towards implementation of change could be either participative or directive. Both
Rawal and Thombill- have included culture as an important component while
managing change. Rawal has further stressed upon leadership as a vital element in
managing culture. Thornbill et. al., and Cumings and Worley have elucidated upon
planned change as a pro%ctive 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
oceurs as a result of the certain environmental triggers faced by the organization,
whereby the existing state of things is destabilized and a new state realized.
Organization Development (OD)

It is observed that Asome authors/ experts use ;he terms change ménagement and OD
synonymously, whereas some have attempted to differentiate between the two. Hence,

it was thought to be proper to compare change to OD.



The field -of Organization dcvclohmcnt was established to help leaders address and
embrace change, to view change as an opportunity rather than a threat.'® '

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 strategies. According to them change management

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

-~ enhance human performance directly or indircctly 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 chaﬁge management consultant who work in teax.ns, which
consists of a combination of client managers and consultants. They work through a
joint process of diagnosis, plannjng and implementation. ‘

In classic OD, the basic assumption was that one must change his attitudes or ideas
before the change in structure or technology of the organization is brought about. But-
today OD 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."”

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 coffaborative management of organization
culture with special emphasis on culture of intact work teams and other team -
configuration, using consultant- facilitator role and the theory and technology of applied
behavioural science, including a/ctfon research. 2° ’
Related to the above is the view expressed by Cummings and Worley, who have
defined OD as a system-wide application of behavioural science knowledge to the
planned development, organizational improvement, and to the processes that lead to
* organizational effectiveness. 2! ) |

OD dcals with different issucs and this aspect is included in the proceedings of
Training course on Organizational Development for Civil Society Organizations in
East, Céntral and Southern Africa (1998). According‘ to this OD covers a range of
issues like —(1) Internal issues that affect the running of the 6rganizalion. (2)
Interventions aimed at helping an organization 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 changing environment. (4) The act



of hurncssihg knowledge, skills  resources and  systems iln order to cnable
organizations to realize lasting and positive change within an organization. (5)
Process used by éhange agents in facilitating organizations to define their prbblems,
understand and analyze them and come up with solutions. *?

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

_ foll‘owing processes. They are, 1) 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
6rgahization, 4) OD facilitates structure and syslcrﬁs building. 2

Characteristics: The characteristics of OD as cited in the proceedings of Training -
course on Organizational Development for Civil Society Organizations in, East,
Central and Southern Africa arc - (1) OD is a planncd process of organizational
change. Though organizations change all the time, it is only the structured systematic
process of real change, which is OD. (2) OD leads to improvement in the
eﬂ'cctiveﬁess of the organization in the use of resources, systems, skills etc. (3) OD 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) OI) conducts the
planned change through a learning process. 2*

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 OD from other approaches in managing and
improving organizational functioning. These are - (1) OD is a behavioral scienee based
approacﬁ to organizational improvement, (2) OD is a normative approach to
f)rga'hizalional change which is grounded in value laden assumptions of what constitutes
ideal individual and organizational growth, (3) OD implies deliberate intervention in the
ongoing process of an organization. 4) OD is a normative-reeducative approach to
change that is-based upon the assumption that social norms are among the strongest

.o . 25 \
reinforces of behaviour.
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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 reeducating people so that they question, modify or
discard old norms and replace them with the more effective ones.”® Some of these are-
(1) Legitimacy of Organization and Managemeht, (2) Systems approach to change,
which considers that: organizations operate as a social system consisting of different
subsystems. (3) Use of‘aclinn rescarch modcl in O, (4) Usc of qualified behavioral
science practitioners as external consultants, (S) OD should develop long term focus. 7
Systematic OD 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 insighté 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 Sur-veyl Research Centre, Michigan, USA. Both
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 form in the 1940s.%® |
Process: However good the design of OD 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 OD
practitioner should abide by. These are (1) developing the need for change (2)
involving key actors, and establishing relationships of mutuality (3) identifying and
diagnosing problems, and estéblishing priorities for action (4) mobilizing actions, and
establishing and stabilizing change. * |

~Dayal mentioned that OD is more than skill development or preparing an individual
for a job. OD policy and practices need to have people orientation and have to be
widely spread throughout the organization and cover all. levels. While formulating a
strategy for OD interventions two arcas of concern are, acquiring values about work
and the organizational approaches that are ncédéd for employees o 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 for change to come about in the atlitudes towards

work and people. These arc following: (1) Employees should be able to place new -
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meaning to their experience at work, i.c. react diflerently to the work related
situations than they may have done in the past. (2) Employces should perceive that
there is congruence between what is articulated as policies and what is practiced. (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 aAchange in their attitudes or behaviour is required; The
goal of achieving change in work attitudes would have to involve the total
organization and begin at the top level of the hierarchy. Organizations need to look
for the lev..erage.points or anchors for the change initiatives. These are needed
especially in large organizations to keep the programme focused and to monitor its
implcrﬁcntation effectively. **
Acc\:ording to Burke, the practitioners, consultants and acadcmicians need to follow
the following prerequisites while implementing OD: (1) OD is basically a strategy for
planned change. The delincation of phases for crcaling rcadiness for change,
implehenting 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 effectively and improving the learning
processes in the organizations. ' | |
According to French and Bell, the process of OD basically consists of three phases
namely, (1) The Diagnostic Pha&e, 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 maiﬁtenance phase, which is
concerned with stabilization of the changed or new system so as to permeate in.lo the
“culture of the organization. In line with the above three broad phases as discussed '
above, the OD process involves a number of systematic §teps. They are: (1)
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)Development
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 Vdiagnosis of problems by the consultant and client
based on the data analyzed, (6) Development of the action plans / strategies to bring
about change, (7) Imiplementation of the action plans, (8) Mdniloring and receiving
(hé pr.qgréss of the actions, (9) Stabilization of the changes,(10) 'l‘crmiﬁalioh of the
client -consultant contract. *?
The Proceedings of Training course on Organizational Development for Civil
Socicty Organizations in East, Central and Southern Africa, 1998 have highlighted
the different stages in the organization development process ol the NGOs, these
being entry of the consultant, problem definition and diagnosis, action planning,
implémentation 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 avallable the key people, the condmons under which the plans
would be executed, drawing up plans -and specific interventions, their
implementation and finally monitoring, evaluating and reinforcing change. **
OD Interventions: They arc sct of structural activitics in - which  sclected
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 : (1) Diagnostic activities, (2) Team -
‘building activities: Activities designed to enhance the effective operation of teams, (3)
Intergroup activitics, (4) Survey feedback aclivilics.. (5) Education and training
activities, (6) Techno-structural or structural activitics, (7) Process consultation
activities, (8) Grid Organizational Development Activities, (9) Third party peacev
making activities, (10) Coaching and counseling activities, (11) Life and career
planning activities, (12) Planning .and goal setting activities, (13) Strategic
management aclivities, (14) Organizational Transformation Activities. Interventions
can also be classified based on the target groups. These are the individuals, Dyads/ -
Triads; Teams and groups, inter-group and the total organizations. **
OD in India: In India, OD and planned change started in the carly 1960s.A group of
Indian professionals trained at the National Training Laboratorics ( NTL) at Bethel,
Mainq, USA, brought a good deal of OD technology to India. Grid p'rogrummcs 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 Training ( SIET ) Institute, Hyderabad,

State Bank of India and in the Indian Institute of Management ( 1IM ) programmes
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in the mid 1960s. But, these efforts were unable to create any impact. ** According to
Srinivas, OD is culture specific and it caimot be simply copicd 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 decper examination of valucs embedded in lndian'rcligion and philosophy suggests

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

change. The rich cultural hcntagc of India contains a paradigm of change based on

ﬂg\vcrs,,_pw .
IS
(Call No deg;ng are likely to be accepted more readily in India. They are, (1) A participative

new approaches and desxgns of OD interventions may be possible. Such

‘\ACC No 'Oapproa h to-OD has to be adopted. (2) The influencing role of the government has to
¥\ Date,

) .
2oy, llw\"‘n}ust explain the need for change, the things to be changed and the benefit of OD to

¢ ’be co/n&dered (3) As Indian culture is strongly hierarchy based, an OD facilitator

the target group. (4) In any OD-based change effort in the Indian context one needs to
take in consideration the prevailing cultural valucs, norms, attitudes, beliefs cte, and
leverage the functional ones for making the change effort a success. All the above
aspects are likely fo yield positive results.’ | 4 |
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 order to realize their vision, mission
and objectives, give efforts towards building teams and establishing an appropriate
leadership, proper structuring of the organization, devising an effective planning,
monitoring, evaluation and information system, developing a network with thé
sponsors, the supporting agencies, other NGOs and»goverﬁnlent agencies, conducting
capacity building or skills development of its members and the target segment elc.
Thus Organizational Deyvelopment is the tool for change management and the answer
to the above problems.

" Wheeler and Hunger have advocated some strategic management concepts to non-
profit organizations such as SWOT analysis, mission statements, stakeholder analysis
and Corporate Governance. Besides, the following strategics .arc suggested for the
non-profit ofganizations: (1) 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 mcaniﬁgful, interactive relationship with NGO
scctor is small. Some issues of concern are: |

(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
lcading to many a time a vision which is shortsighted. (3) If the NGO leadership is not
strong, OD can'be perceived as a threat. (4) A tension emerges when conventional and
_ profcssional approaches to do not converge. The OD facilitator will need to be skillful
in dealing with this tension. (5) NGOs are 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. *’ ) _

Authors like French and Bell, Cumings and Worley have mentioned OD as a long
term effort, a systemwide application of behavioral science knowledge to the planned
development, organization improvement and processes that lcad 1o organizational
effectiveness, lhrouéh a collaborative approach. Several literatures like that of the
proceedings of training course on OD for civil socicly organizations have highlighted
different issues thét OD has to deal. Stephen has emphasized the different processes
that OD is concerned with. Ramnarayan, 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 resburces, systems and skills etc. But for this, change in the
norms of behaviour is required. Norms affect thé culture of the organization and
development implies changing the organization culture. French and Bell has
mentioned thét 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 OD 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 are the government and
the non-government. The non-government organizations (NGOs) are subdivided into
(a) the Private undv(b) the voluntary organizations. Private organizations differ from
the voluntary organizations (VOs) in that they have profit motive. On the other hand,
the voluntary organizations are mostly motivated ' by a missionary zeal.
Developmental organizations in India emerged in the name of "Volunlary
Organizations’. Today this sector has emerged as a new force contributing to social
development, plugging a breach in the state '{nachinery. Flexibility and an informal
system of functioning bring these organizations in closer contact with beneficiarics
and further allow them to take speedier and well targeted action at a.lower cost. They
strive to employ innova‘t'ive methods to suit local conditions or specific needs.

Definitions- NGOs and VOs: As mentioned before NGO 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
orgahizations in addition to business. association, tréde 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, societics, trusts, cooperatives, Panchayats and Zila
Parishads. Conceptually any action by an individual, an informal group or a duly
‘constituted organization, which is not prompted by external pressure or self-interest,
can be termed ‘Voluntary action’. A general misconception is that any activity outside
~ the government is “voluntary”™. One needs to differentiate between organizations in
the “gencral” non-government sector and VOs.  Cooperative, trade unions 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
welfare and development. of only those who are its members (co-operations, trade
unions) not all. They are designed to make profit and distribute it o the members (co-
-opcrations, trade unions, local sclf-government budi'cs, and farmers® socicties). They
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. 33



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

relicve suffering, promote the interests of the poor, protect the environment, provide
basic social services, or undertake C(‘)mmunityy development". In wider usage, the term
NGO can be applied to any non-profit organization which is independent from
government. NGOs are typically valuc-based oréanimliqns, which'dcpcnd, in whole
or in part, on charitable donations and voluntary service. *’

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

_is derived from the Latin “Voluntas™ i.e. “will™. Voluntary' organizations arc a
heterogeneous group of entities that represent diverse objectives and methodologies
and yet share important. traits- the ethos of voluntarism, the absence of the profit
motive, a “private” character oriented towards the larger public good. The most
important feature of a voluntary organization is that, 1t is guided or motivated by a
vision, inspiration, ideology or commitment to improve the circumstances and
prospects of the disadvahtaged and or to act on issues detrimental to social well being.
It is a group of like-minded people coming toge:ther voluntarily to commit themselves
to promote a chosen: vision/inspiration/ ideology for social chaﬁge/ development
without any personal gain."o'
For the purpose of this study, the tcm‘1 NGO is used for those organizations that are
other than government, non-profit oriented and working towards developmental
~ action on voluntary basis. The relationship between the NGOs and the ‘clieﬁt group’
is not based on monctary terms. In absence of sclf- generating resources NGOs need
to be financed by outside agencies (funding and supporting agencics) that are local,
nati.onal or international. The primary task or work of these organizations is not to
generate financial resources for its own sai<e but to serve its target segment. Thus, all
voluntary organizations fall under this category. It might also include those NGOs
that are employing people or giving an allowance or remuneration to the working
mcmbcfs, stafl and the office bearers. The rescarcher 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, (1) They are formed
voluntarily, (2) are independent, (3) not for profit, and (4) not sclf-serving. ’

The activities undertaken by these NGOs fulfill a social need. They gencrally
. supplement government efforts. It does not go against the government but should not

be affiliated to any political party. They often act as catalysts in large government
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sponsored programme. The moving force behind the NGOs is a commitment to
remove disparitics, advocate and introduce new ideas in social development. These
values, ideologies and objectives are generally sustain-ed and strengthened by a
committed core group in the organization, which acts as the role x-nodel for the other
members. *! | N

An NGO nceds to fcgislcr under the laws of the land (in India under the Registration
of Societies Act/ Trust Act / 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’ (or4 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
government of India attempted to lay down the criteria to identify non-profit, non-
-partisan VOs (in this case NGOs), so as to enlist their help in rural development
programmeA. They are: (1) The VO ‘(this case NGO) should 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-cconomic needs of the
community as a whole, mainly its weaker sections. It must not work for profit butona
no profit and no loss basis. (4) Its activitics 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 organizaliuhul skills  to implement
programmes. (6) Its office bearers should not be elected members of ‘,any political
party. (7) It should declare that it would adop.l constitutional and non-violent means
“for rural development purposcs. (8)1t should be committed to secular and democratic
concepts and method of l'unclioning. 2

NGOs can be differentiated on the basis of following features. (1) By source of
'inspiration: Since the NGOs represent some form of social commitment, their
founders are inspired by various ideologies. For some, the inspiration comes from
religious'and spiritual roots, while for others, philosophers and historical leaders are
the major influences. This includes Gandhian thought of voluntarism advocated by
 Mahatma Gandhi, Vinoba Bhave, Jay Prakash, A.V. Thakkar (known as Thakkar
Bapa); the Marxist ideology; religious leaders who belong to different faiths/ 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, vo‘r both; by ditticult arca, needy arcas covcrcd,'likc deserts,
hills, arcas prone to flood and drought and poli/lically, cconomically and socially
backward areas. (3) By lheir- target group: 1t can be further classified according to
their proximity to the target segment or the grassroots; by the size of beneliciaries/
targel population; and by their focus group for example, woman, CIII')(l)WCI'IIICIll,
Capacity Butlding, income generation, awareness, literacy, infants, youllis cle. (4) By
the functional areas. (S) Type of NGOs by number of prujects/pmgrarnmes.43

Likewise Stephen has also classified NGOs on the basis of their activities, scale of
operation, source of origih, use of professional input in the organization, scale size,
number of staff émployed and volume of funds. * |

Sethi has classified NGOs into three dimensions in order to determine the nature of
NGOs. They are as follows- (1) Orientation towards development, which the author
again has classified into three categorices. (u).'l"lmsc that engage in welfare activitics of
charity or provide aid/funds for relief and welfare. (b) Those that are involved in
facilitating and initiating a process oféclf—hclp amongst the grassroots communitics.
(¢) Those who work towards mass action or s;'peciﬁc 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 lhe
stage of initiation, adolescence or maturity. ** |
Apart from nature of inspiration and size, another way of classifying the NGOs is
a_ccording to the very rationale for initiating voluntary action, for example, need of the
target people, experimentation with new ideas of improving target people’s condition
cle. ’ '
In the light of above classification, it would be worthwhile to understand the
categorization of NGOs by the World Bank.

Categorics of NGOs: The term NGO is very broad and encompasses many different
types of organizations. In the field of development, NGOs range from large,
Northemn-based charities such as CARE, Oxfam and World Vision ld community-
based sclf=help groups in the South. They also include research institutes, churches,
professional associations and lobby groups. The World Bank tends to interact with
two main categories of NGOs: 1) operational NGOs - whose primary purpose is the
design and implementation of development-related projects, and: ii) advocacy NGOs -
whose primary purposelis to defend or promote a specific cause and who seek to

influence the policies and practices of the Bank. It should be 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, focus on specific project-
related concerns.

As the operational NGOs are related more to the area of this study, an insfght into
these organizations would be helpful. The World Bank has classified operational
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 i'n'dividual 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 enormously according to
their purpose, philosophy, sectoral expertise and scope of activitics. A number of
different NGO typologies exist. For example, NGOs have been classified according to
whether they ére more rclief or development-oriented; whether they are religious or
secular; . whether they stress service delivery or participation and whether they are
more public or private-oriented: *’ ‘

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

socicties, trusts, cooperatives, Panchayats and Zila Parishads. For the purpose of this

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

are non-profit oricnted and working towards developmental action on voluntary basis.
The primary task of these org,dm;:dtlons is not to generate financial resources lor
themselves but to serve its target segment. In abscence of self-generating rLsuurcw
NGOS need to be financed by outside agencies. Kumar and Stephen have classified
NGOs according to the source of inspiration, their target group, area of operation,
functional activities and operations. Kumar has further added the rationale for
initiating voluntary action and size of the organization as means for classification:
. Sethi has classiﬁe\d NGOs into three dimensions according to orientation towards
development, level of operation and stage of evolution.

Other concepts

Scveral theories put forward by different people for understanding and managing the
different variables of change has greatly helped 10 form a strong  theoretical

background of the subject and devise appropriate interventions like OD tools for
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managing change better. This has also helpcd in the evolution of ‘Change
- Management’ as an area of vital importance that has been success{ully applied in the
profit making organizations and expérimented in the non-profit making organizations.
“Kurt Lewin and friecnds model of Planned Change™: Lewin introduced two ideas
about change. The first idea states that what is occurring at any point of tifne is a
resultant in a field of opposing forces. ‘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 Jevel.
.Ed_ger 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 nced for change. This corresponds to Lewin's unfreezing
phasc. - |
. Phuse 2: Establishing a change relationship
Phase 3: Clarifying or diagnosing fhe client system’s problem.
Phase4: Examining alternative routes and goals; establishing goals and intcrlnions of
action.
Phase5: Transforming intentions into actual change efforts. Phases 3,4and 5
‘correspon‘d to Lewin’s moving phase |
Phase 6: Terminating the client consultant relationship. “*
“Beyond the Quick Fix’ Model by Ralph Kilman™ : It specifies the critical leverage -
points for organizational change. These are referred to as tracks. The five tracks arc,
(1) the culture track, (2) the management skill track, (3) the team building track (4)
the strategy structure track a;ld (5) the reward system tra;k. This model has five
sequential stages: (l) initiating the program (2) diagnosing the problems (3)
scheduling the ‘tracks’ (4) Implementing the ‘tracks, and (5) evaluating the results. *’
“Burke Litwin model of Organizatioal Change” : According to this model, OD,
interventions directed toward mission, strategy, leadership and organization culture is
the second order or transformational change. *
“Systems Theory™ : This theory view organizations as open system in active exchange
with their environment. The system is characterized by an mput- throughput- output
mechanism. Open system has purposes or goals which must align with those of the

environment. While taking a system approach one begins by identifying the individual
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parts and then secks to understand the nature of collective interaction. System denotes
interdependency, interconnectedness.and interrelatedness among clements in a set that
conslltutes an identifiable whole. Similar to this is the conccpl of Open System
Planning. *! | |

“Open System Pianning” : Developed in the late 60s by a small team of consﬁltants
led by James Clark and others, addresses the interface between orgénization and the
environment OSP entails: (1) Scanning the environment to determine the expectations
of internal- organization and stakeholders. (2)- Developing scenarios of possible
futures, both realistic and ideal. (3) Developing action plans to ensure that a desirable
future occurs. 2
“Paralle] Learning Structures” : Dale Zand inlrodﬁced this concept in 1974 under the
label collateral organizations and defined it as a supplemental organization éoexisting
wiih 'tllxc usual formal organization to deal with ill structural problems the formal
\orgaﬁization is unable to resolve. > | |
“Normative Reeducative Strategy of Chaﬁgc" : According to Chin and Benne, many
human behavior are rooted in socio-cultural norms, values and beliéf. It is based on
* assumptions that norms form the basis for behaviour and change comes through
reeducation in which old norms are discarded and repléced by new ones. >

“Action Research™: lt‘ is a model for planned change. It is described as a process of
systematically collecting research data about an ongoing'syslem relative to some
objective, goal, or need of that system; feeding these date back into the system (client
group); taking actions b); altering selected variable within the system based both on
~ the data and on hypothesis and evaluating the results of actions by collecting more “
data. *’ ‘ |
“Process Consultation” : It is a method for intervening in an ongoing system. The crux
of this .a;ﬁproach is that a skilled third party (consultant) works with individuals and
-groups to help them learn about the human and social processcs in the orgammtwn
and learn to solve.problems that arise from the process evems

“Gestalt Approach to Team Buﬂdmg, * Herman applics (Jcsmll oricntation (o
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 demands poscd by the cnvnrommnt Huu the individuals realize the positive
and negative sides or the strengths and the weakness, and accordingly try to utilize or

_improve them. >’
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“Role Analysis Technique™: It is an intervention designed to clarify role expectation
and obligations of team membefs to improve tcam effectiveness. In this approach, in a
structured series of steps, role incumbenls,' in conjunction with team members, define
and delineate role requirement. The role being defined is called the focal role. >
“Visioning™ It is the term used for an mlcrvcnlmn in which group members in onc or
more organizational groups. develop and /or descnbc their vision of what lhcy want
the organization to be like .in the future. When the 'vision in accepted and shared by
everyone in the organization it is called as ‘shared vision’. '

“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-oppo‘sing
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
tAhe equilibrium level from current to the desired condition, the ficld of forces must be
altered by adding driving forces and by ruﬁoving the rcslruiﬁing forces.
“Search Conferences and Future Search Conferences”: These are cons'li'tuted of three
phases. Phase one is the environmental appreciation, where one tries to see the
changes in the world around us, and 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 Vfut'ure for the system. Phase three is
the integration of system and cnvirémncnl, where one takes into account of dealing
with constraints, devising the strategies and action plans. ® ‘

Beckhard's Confrontation Meeting : In this approach, in a scrics of activitics, the
management group generates information about its major problems, analyze -the
underlying causes, develop action plans to correct the problems, and set a schedule for
completing remedial work. &

“Survey Feedback™ : It is a widely used intervention for organization development
which rests on the process of systematically eollccting data about the syslcm‘and‘
feeding back the data’ for individuals and groups at all levels of the organization to
analyze, interpret meanmgs and design corrective acuon steps.

“Grid Qrganization Development’™ Devcloped by BldkL and Mouton, it is a six- phdse
program lasting about three to five years. During this period the organization can
move systematlcally from the stage ‘of examining managerial behaviour and style to

‘the development and nnplcmcnlatmn of an ' ideal strategic corporate model . It starts
A Bt
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with devefoping individual ﬁanager’s skills, then to perfecting teamwork in the
- organization, then shifts to developing intergroup relatidns, and later developing and
implementing an ‘ideal strategic corporate m;)del’ for the orgax{ization‘ It also takes
care of critiquing, measuring and evaluating the results. *

“Trans-organizational Development™: It is a important form of organizational change
process. It involves the trans-organizational systems, which is comprised of business
alliances and network alliances formed for such purposcs aé coordinating services to
the public, conductihg Joint rescarch and development, exchanging technology, or
gaining access to worldwide market. %

“Total Quality Management”: It is a continuous quality improvement, which is a
combination of a number of organization improvement techniques and appmaches'
including the usg' of quality circles, statistical quality control, statistical process
control, self -managed teams and task forces, and cxtcnsM usec of cmployce
participation. The fecatures of TQM are as follows: primary emphasis on customers;
daily operational use of the concept of internal customers; measuring and unhlyzing
deviations in manufactured bfoduciS'and the manufacturing process; compeltitive
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 tréinihg; top management’s support on an ongoing basis. 66
“Reengineering™: According to Hammer and Champy reengineering is the
fundamental rethinking and radical redesign of business process to. achieve dramatic
improvements in critical, contemporary measures of performance, such as cost,
quality, service, and speed. It focuses on visualizing and strecamlining any or all
business process in the organizé;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. ¢’ ‘
“Mc Kinégy’s 7.8” Approach: This approach identifies the seven key aspects in an
organization, the 7 - These are as follows: Straregy: Systematic action and allocation
of resources to achieve company aims; Structure: Organization structure and
| authority/ responsibility relationships; Systems: Précedures. and processes such as
information syst'ems, manufacturing  process, budgeting and control processes; Style:
- The way management behaves and  collectively sp.c.nds its fime to achicve

organizational goals; Staff: The people in the enterprise and their $ocialization into
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the organization culture; Shared values : The value system shared by the members of
an organization; Skills: Distinctive capabilitics of an enterprisc. o
All the above theories have helped ihc rescarcher to understand the coneept of
organizational change and dcvélopmcn'l better. Further they have provided an insight
into the factors ipﬂuencing change and also the techniques, approaches and
interventions that éan be used in managing chahgc. Kurt Lewin and friends model of
planned change has given valuable concept of leading and maintaining change..
Beyond the quick fix model has helped to understand the key leverage points for
organizational change. System theory and Open System planning have helped to view
the organization as an open system having- a continuous exchange with its
environment. Beckhard’s Confrontation Meeting, Action Research and Survey
Feedback are important interventions to collect data about the organization through
pedf)lcs’ participation in data coll‘cction, action planning and implementation. Foree
Field an’alyéis and Mc Kinsey’s 7 S approach help to keep a balance among the
different forces and components in an organization. Process Consultation, Gestalt
approach and Role Analysis are some of. the important team building interventions.
Visioning, Search Conferences, Grid Orgimization Development and Total Quaiity
Management help in visualizing a desired future state for the organization and
adopting action plans to attain it.
The following are sofne of the concepts which have a great bearing in bringing change
related to the people. , |
| Personality: Personality of an individual affects human behaviour. It is sum total of an
individual’s psychophysical systems that determine his/her behaviour in a given
environment or situation. Personality includes both internal and external aspects of a
person. Personality mby be understood as the characteristic patterns of behaviour amd
“modes of thinking that determines a person’s adjustment to the environment. The
cxternal aspects relate to one’s height, weight, facial features, colour, physical aspecets
and other traits. One’s attitudes, values, Iearning ete. are cxamples of internal aspects
of pcrso'l.lalit_y(’9 . | |
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 proéess; which involves seeing, receiving, sclecting, organizing,

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

24



process is influenced by the;individual who is perceiving, the objects or eveﬁts that
arc bcing perceived and the environment in which perception oceurs.””

Attitude: According to Munn, attitudes are learned predispositions towards u.;;pccts of
our environment. They miay be positively or ncgali?ely directed towards certain
peoplé service or institutions. Attitudés are related to the feelings and beliefs of
people They respond to persons, Objtds or events. ‘T'hey affect bLhdvmur positively
or negatively. They undergo changes .’

Value: value is. a concept of desirable, an internalized criterion or standard of
evaluation of a person posscsscs.- These determine or guide an individual’'s
evaluations of many objects encountered in everyday life.”?

Learning: learning implies a relative change in behaviour, which occurs as a result of .
experience. Leamning is the process of having one’s behaviour modified more or less
perman‘entl‘y, by what one does and the consequences of ones action or what one
observes. |

Motivation: Motivulio.n is the willingncss. to exert high levels of cl’ik»rl.lowurds
organizational goals conditioned by' the effort’s ability to satisly some individual
nced.” , '
Group dynamics: The charactenstncs of the group/group behaviour are reierred to as
z,roup dynamncs It comprisc of conflict, job lruslratlon Jjob stress, communication,
leadership, power and politics, decnsnon-‘m_akmg etc.”

Conflict: 1t is the struggle bgtwe‘en the inc‘ompatible or opposing necds, wishes, ideas,
interests, or people. Conflict arises when individuals or groups encoCmier goals that
both partics cannot obtain su(isl‘ac(orily."’ Conflict can also be a disagreement, the
presence of tension, or some other deficiency within 6r between two or more part'ies.
Contlict can be publicvo'r private, formal or informal. It can be approlached rationally
“or irrationally.”’ | ‘
Communication: 1t is the sum of all things one person does when he wants to create
understanding in the mind of another. It is a bridge of meaning. It involves a
systematic and continuous process of telling, listening and understanding.”®

Power: 1t is the ability to inﬂue‘ncé others. Influence is the process of affecting the
thoughts, behéviour, and feélings of another person. Attached to power is authority,

which is the legitimate right to influence others.
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Politics: Organizational politics refers to those activities that arc not rcé]uircd as part
of one’s formal role in the orgahization, but that influence, or attempt to influence the
distribution of advantages or disadvantages within the orgm_li'/‘uliun.w
Organizational Dynamics: It includes several characteristics of the organization.
Some of them are, the nature of organization, the organizational goals, the
| organizational structure, culture, the -quality of working life, organizational change
and ‘developmental efforts etc. Organizational structure indicates the organizational
“hierarchy and authori'ty structure and shows its reporting relationships. Hence,' it
implies the way in which the jobholder’s duties or roles, posiijon or lines of authority
in the system are configured so as (o attain the goals effectively. *
Personality, perception,  attitude,  value, \Icnrning. motivation arc some of the
manifestations of individual dynamics. lindiv’iduals form a group. Thus the individual
dynamics have an impact on group dynamics. Conllict,‘j<_>b frustration. job stress.
communication, leadership, power and politics, decision-making are some of the
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 organizational change.
In this chapter various concepts related to Organizational Change, Organizational
Development (OD), NGOs, OD in NGOs, theories pertaining to approachcs in
managing change, concepts related to 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 entitics. Though they do-not have a profit motive but they have
a vital role to play. Hence, it is very essential for them to excel. But in muﬁy cases
they are not professionalized and do not have the required knowledge and managerial
competence to identify or manage change. Here emerges the need for Change
Management/OD in NGOs. The different theories related to approaches in managing
change and | the coneepts related to human  behaviour, 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

change of those NGOS5 where this rescarch study was carried out.
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Chapter -2




In order to understand the depth and width of the research problem. several rescarch

studies and real case studies carried out by rescarchers and organizations at

international, national und‘rcgi(,n.)ul levels were referred ];md a brict insight from such

studies are presented in this chapter.

Rcview of Literature at National Level

Ramesh' observed that the key factors that changed organizational mindsets were the

critical contingencics experienced by the organization for fong time. He depicted an

Jinteresting model which showed the locking in of a mindsct -by different aspects of
culture which compriseé of the rituals or the routine activities, stories, symbols, power

structures, organizational structure and control systems. Unfreezing of mindscts will

occur when the organization becomes aware of its mindscts, and pcrc‘civcs the

conscquences of continuing with its ‘mindset in light of the organization’s

environment. He also mentioned that the organizdtion is a system and any change that

is brought about is likely to affect everyone, 150ugh some would be affecied more

than others. Careful groundwork is therefore needed both to comprehend the change

agent and to identity the key dCCiSiOI]-n'laiich. It is important to generate broad -
directions of change, and endecavour 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 mindset has to be
vigorously; communicated to the orga.ﬁizmion. ‘ll is importu{gl to devcelop ‘learner’
mindsets in the organization. This could identify aspects of ll;ae environment relevant
to it, track the trends in these aspects of the environment; review the implications of
these treﬁdé for the long run pcrt‘br111;1nce of the organization; work out how the
organization should be configured for the future and generate movement towards this
configuration. This needs to be done periodically or whenever any significant event
occurs.

Different authors have provided insights into management of change. Sha4rma2
discussed some concepts that might help one to plan organizational change like, the
member  participation  variation. and consultant  planning wvariation.  Member
participation variation refers to the role of member participants as the change agents
to achicve the goals of organizational change. Similar to this the author has mentioned
consultant-planning variation as the role a professional Organization Development

© (OD) consultant has to assume from the different degrees of variations, Further the
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author has cmphasized on three 'models of planning. The first 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 lasfly the ‘Rational —Comprchensive Model™ of Modern Planning
(RCM) which is based on systematic changes and the realization of a decentralized
organization.
Ramnarayan® in his empirical study carried out in cighty-two Indian organizations
recvealed the following findings on how they cope with change. The organizations
were confronted with a rapidly changiné 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 raling was obtatned for teamwork,
experimentation to new ideas, linc-staff . collaboration. cross-departmental
communication and environmental scanning. Below average rating was obtained for
institutionalizing innovations, overcoming functional myopia, wide participation in
planning - process, scanning of best practices elsewhere and adopting them to
organization’s own needs and requirements.
Ramnaryan, S and Nilakant, $* have cited the example of joint venture of Timex
group of companies and Titan industrics, which resulted into formation of Timex
watches limited in the years 1992 to take advantage of changes in the external
environment. The 'new organization could systematically manage the critical factors
viz. technology, 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 performance
of the organization within a short time. |
The CEO of Amtrex initiated the project on BPR (Business Process Reengineering).
A reengineering committee consiéting of heads of departments was set up. The
steering committee identified six chains  namely, international scrvice  chain,
sharcholder écrvicg chain and HR service chain. Alter an in depth analysis the
company was restructured.  The company  invested in an or;;ramiy,uli(m wide
information system. The company was successful in its change munagcm‘cnt cliort.
OD has been mentioned as an important strategy for leading and managing change in

organizations. DifTerent forms of OD are included in the following illustrations.



" Padaki® cxamined the impact of liberalization on NGOS in terms of creating demand
for organizational development related programmes. The author has ;trcsscd on the
importance of environment in shaping the behaviour of the organization. He explained
it through S & P — A model. Where *S” stands {or structures in the organization, ‘P’
signify processes such as communication, leadership, motivation etc. ‘A’ is the
attitudes, that is the predisposition to behaviours. ‘S’ ‘influences *P’, which in turn
influences “S’.

Kumar and Ramnarayan® discussed ‘Process Consultation Approach’ to change with a
“few illustrations. The authors have cited the example of a medium sized company
which was having huge losses and was at the verge of sickness. An OD practitioner
was initiated in as a fire fighting mcasure. As a part of preliminary data collc‘clion, the
consultant cxamined‘the' minutes of management committce mectings and then he
- attended .one of these mectings. He found that the attention of the members was
| largely focused on issues of internal efficiency rather than market related issues. With
the consultant’s help, the management team enlarged the scope of the problem to
include market related issucs. it revealed that the members were quite unaware of
market developments. The management team 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 group processes with the objective of enhancing the
cffectiveness of its outcomes.

In a study of five organizations, Dayal” found that in three of them the Chicef
Executives personally initiated OD/HRD interventions. In the other two, the directors
in charge of personal depariment initiated the proposal but the Chief Executives who
were constantly involved in the formulation and implementation of the initiatives
discussed the need. In all the five organizations, the operating managers were heavily
involved "in the exercise and thus the approach was intemalizéd. Life Insurance
Corporation chose four areas that they felt could significantly influence the pattern of
intcraclio_hs among all levels of people in the organization. These were supcrvilsion,
decision making, problem solving and counseling. Parikh® after carrying out a study in
a few Indian organizations suggested some OD . interventions. which could be useful.
According to her the role of leadership is to p’rox}ide direction and to create challenges

and opportunities for the growth of people. The leader should crystallize a vision and
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mission statement, and translate it into policy and strategics for implementation. He or
she should initiate transformation from a family owned and driven organization to a
professionally driven one. The owner-manager should develop a persOnal sensing of
how people feel being in the organization and their concerns. Forums for participation
at different levels of management need to be designed. The different OD 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 Nilakant® threw some light on diagnosing organizational issues
through Atraining workshops, conducted by them in different organizations in India.
Some of them were more specialized in nature, focusing and diagnosing some specific
aspects of the functioning of: the enterprise, while some others involved the whole
management group in data gathering effort. The participants and the facilitators
worked together acﬁvcly 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 framework
like that of example Mc. Kinsey for diagnosing the ‘organization. In training
workshops held at a multi-divisional organization, the sub-groups were asked to plot
organization céntrol graphs, where the horizontal axis represented the hicrarchical
levels of an ofganization from top to bottom and the vertical axis rcpresented the
- amount of control exercised by each level in the organization. The graph represented
the perception .of the organizational members at a particular level regarding the
amount of control exercised at various levclé. 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 clear guidelines for identification of problems, methods for diagnosis
and a bn}ud structure for working out action plan, the plans were etfective.

Rao'’ mentioned Survey Feedback as an important ()D intervention. e added that it
can-be used as an invsirument for periodically: sensing the climate of an organization,
for bringing organizational improvements, for strategic shifts in sm‘lcnirc,.slylcs and
pcrsonnci policies of the organization, for tcam building for culural change, for

developing motivational climate ete. It was practiced in various organizations.
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- Crompton used to carry out bi-annual survey research to diagnose the orgz‘mizational
culture and climate. National Dairy Development Board (NDDB) conducts climate
survey as a part of their action rescarch. The survey feedback was intended to be used
by the organization for preparing itself for future. The ill'ustraltive 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
rclated knowledge and skills: whether the employees receive regular fecdback about
their pufomxance whethcr their task is apprcciated; and how they learn about
organizational dccnslon The survey results were prcsmtcd in a onc-day workshop
conducted for the top managcment, who in turn utilize it to identify arcas of strengths
and improvement and, subscquently dcsigning action plans. In LD l’u‘rry. the CLIO
felt that there was a need to change the style of leadership and supervision in order to
build the 'cdmpany 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 analysié was done division, category and
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. ‘

Kumar and Ramnarayan'" cited an illustration of an action research project out in an
orgamzation that was facing a scrious problem of conflict between the materials -
de;ﬁarﬁnent and the user departments. The top management sought- the help of
consultants to work out the problem. The consultants formed a task force comprising

equal representation from stores, purchase and user departments to undertake data

collection and carry out énalysis for presentation to a larger group. The task force

worked in collaboration with the consultants. Next the task force members and the

consultants had a two day mecting to review 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 scnior numugc.rs, one cach from

information system, HRD and finance, as thé preliminary data suggested that some

‘intcrvc.nlions in the form of computerization, restructuring and decentralization might

be required. The expanded task foree was then asked to evolve viable alternatives,

examine the consequences, and propose concrete action steps. It was given .a time

frame of two months to come up with the recommendations. 1t drew up a plan of

action and presented it to the top management, who accepted the proposals and asked
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the concern department to work out detailed plans of action for implementation.
Changes were initiated about seven months after 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 helped increase the feelings of
involvement among the lower level employees, but a considerable resistance (o
change emerged. Thus the task force decided taking a fresh look into the nature of the
| problem and plan follow up activities. w
Rao'? mentioned HRD audit as an a comprehensive evaluation of the current HRD
strategics, 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 asscssment of current HRD activitics and inputs. The author has mentioned that
HRD audit failures arc mostly duc to failure in implementation, inappropriate use of
the results and wrong attitude of the top management.
Athreya' threw some light on OD and strategic management. He suggested that-an
efficient HRD framework should consist of participation, HRD skills, the philosophy.
HRD system, HRD climate. The system design levers create need for training,
appraisal, carcer and succession planning and manpower planning.
Various authors’ observations and findings regarding application of OD in NGOs are
presented below:
Vishwanath '* studied the relevance and application of Organizational Development
processes to NGOs. OD has to deal with its organization as a whole in terms of ity
| interventions. Any intervention as a part of a system affects other parts of the system
and this must be 'rccognizcd. 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 nced to define
clearly what changes outside the orguni'/,uliun constitute results, and to focus on them.
The role of leadership in this context is very crucial.
Sharma and Reddy"’ opined that unlike organizations in the formal sector, NGOs
have uniquencss in their structure, mission and functions. Hence, prime concerns in
any OD in NGOs process fall into three categories, namely. Human Resource
Developiment, crisis management and need for change management. Human resource
management addresses the need for capacity building, skill enhancement, managerial
effectiveness and concrete output; crisis management varies from’ political
interference and large staff turnover to a sudden funds crunch; and the need for

i
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change managcm.cm‘ includes certain drastic changes in the external environment.
Many organizations are able to go through a process of change with the help of OD
process that analyses their strategies and weaknesses as well as the external
opportunitics and threats expericnced by them. An important factor that enables an
organizational chaﬁge prbccss is regular and critical examination of its activities,
including a performance approach of its staff and time bound cvaluation.

Scthi'® cxamincd OD process in NGOs and highlighted some  relevant OD
interventions. The first one is the Planning Monitoring Evaluation (PME), which can
be intcgraied in the organization for facilitating learning, managing and performing
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 organizational
mechanism to remain cffective in a changing environment. The sccond intervention is
restructuring and refocusing on the approach of an NGO. Here the need is to examine
the internal mechanisms that it has developed, and ascertain whether they are
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 }he author has described, is the action- based
' research. This can be very helpful in the institution building process of the NGOs in
arcas of policy recommendations, strategic plénning, and designing appropriate
organizational interventions. While comprchénding the OD implications for NGOs, it
need to be remembered that NGOs cannot be seen as an entity in isolation, but in
conjunction with the grassroots development processes on one hand and the funding /
support dynamics an the other.

Some cases on application of OD in various NGOs are discussed below:

Reddy!’ examined the OD process carried out in Rural Development Trust (RDT) in
Ananatapur, Andhra Pradesh. The OD process was initially confined to the core team
of the organization comprising the first and second level leadership group. The result
of this effort was encouraging as at the end of the week, each member began to think
about his or her work in o'rganizaliunul terms. Rclationships between members
strengthened enabling the emergence of a more cohesive group. A feeling of
collective  responsibility for the organization developed. The other significant
.outcomes were change in objective, the change brought about in the organization

structure, visioning and thinking about the future leadership of RDT and ultimately



choosing the future leader. Teamwork in RDT was reinforced 'during the OD
_ intervention and ever since then, it became the norm in all scctors and arcas. 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 inlerpersonz;l relationships and attitude related to problems.
Gradually ‘as tﬁc teams’ competence grew, the consultants encouraged the
organizational members to facilitate themselves as much as possible. Finally towards
the end, the team felt confident cnough {o facilitate themsetves.
Suranjan et. al.'® presentéd a case study of Rural Development Consortium and the
OD intervention carried out there. RDC was confronted with organizational crisis.
‘The first phase involved the Director and the core team of RDC. The focus was on
~ perspective building. Tools like organization life Road. Environment scan ctc.
providéd insight into the organization and the kind of changes it needed to undergo.
The sccond phase was conducted after an interval of five months. The focus 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 'perspeclive for
the next three years. The overall outcome of OD in RDC was encouraging. The
organization was Ast'abilizcd and could successtully overcome its ‘crisis situation. It
adopted a new role for itself. Its systems and structures were reenginecred. Both
individual and group dynamics improved. Its relationship with the target group
improved. | |
| Chandrasekhar,'® described a case study of OD process in an NGO named Flower (a
fictitious name given by the authors). The orgunizulim{ 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 élrengthen the organization and its pcople. The
melhodology adopted was participatory in nature and explomtqry in content. A six-
day programme was chalked out. Day one comprised of brainstorming and problem
‘census. The consultants began by introducihg t_he} programme, stating its major
objectives and the roles that the organization’s members and they ilwinsclvc#z were
expected to play. Effort was givcn on opening up. Day fiwvo was used in imaging the

*organization; which was conducted in two groups. This exercise was followed by an
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unstructured discussion on the issucs raiscd. by cach member, on values, and on
individual and organizational identity. On the third duy an exercise on ‘Organizational
Life Road’ was carried out. This was followed by Programme analysis, Planning
Monitoring, Evaluation (PME) and transactional analysis. The fourth duy included
facilitation by the NGO leader. Several issucs related to the NGO's work dynzuﬁics
and its internal systems were taken up for discussion. On the fifih duy discussions on
issucs .like transparency, role clarity, recruitment, multiple membership, political
affiliation, gender relations ctc. were discussed. The sixth duy, which was the last day,
was reserved for consolidation and cvaluation of the OD programme. Based on the
learning, the mcmbcré prepared an action plan for the future. They decided to have
regular meetings to reflect on their activities and experiences. The whole exercise
resulted in better working relations among the members. 1t bridged the gap between |
the lcader and members. It brought forth attitudinal change. Vision and mission of the
organization were clearly defined. The members gave thought to long term planning.
Pragasam® shared his experiences of conducting OD in an NGO named Legal
Resources for Social Action / 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 and organizational
goals and objectives, concretizing future directions and redesigning orgzmizzﬁionul
structure for effective functioning. Following this phase of OD, 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 devclopment programmes
were organized. In thé second phase different interpersonal tssues which emerged in
the interval period were solved. Principles were formulated for redesigning 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.
Franklin?' presented a case stLlndy of OD process in Madras Christian Council of
Social Service (MCCSS). The first phase was planned to orient the ten core staff
towards the ‘m()\./cmcnt building process (empowering people’s movement). They
wdentificd the major areas of concern . for exmnplé, 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 entire MCCSS staff joined OD, and the core
staff acted as trainers to initiate the process of perspective building among other staff.
They were divided into teams Who were assigned scparaté 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 and the organizations goals. Problem arcas 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 carricd out. This was followed by a conceptual zmalysis on tcam
building, behaviour management, conflict resolution, gender issues etc. In the next
. one year period the core staff emerged as the core team. The organization reflected
positive dynamics. The fourth phase began by reinforcing gender, tcam-building,
personal decisions and fole clarity. The fifth phase was conducted after an interval of
_ six months. It concentrated on the problems that developed after the fourth phase and
identified their root causes. Vision, mission, strategies, structure and other coneepts
~ were again analyzed. The sixth phase of -OD was cntirely managed by the core team
members. The major areas considered during this phase were programme /activity
analysis, programme plaririing 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.
Pareeck and Chattopadhya® discussed their experience of OD in an NGO, which
operated all over the country. The entry and contracting phase started when a
“significant member of the organization contacted. the consultant and invited him to
attend a three day international meeting of the NGO. A meeting was held between the
consultant and representatives of the NGO to understand the 6perations 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 iszﬁucs
involved, a conceptual framework to formulate iﬁlér-rclulion, the assumptions which
would be the bases of the design -of the OD program and the outline of the
intervention plan . The working paper was presented. to the chieﬁ which was
subscquently discussed in a division conumnittee. A shorter version. of the 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. The interview consisted of (a)
Basic Laboratory, which included micro lab, personal structured data, panel
discussions of organizational strategy, action plan and evaluation (b) Internal
Resource Development which included developing a group of persons who might
acquire the expertise of change agents from within the organization (internal change
agents / 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 Singh®’ placed the findings of a study on training, organization
development and sectoral strengthening needs in NGOs as pcrcci\}cd by the ditferent
gfoups. These needs were classified into six generic categories (which are relevant to
organizations and nclwbrks) and- three themntic eategonies (orpganizations working in
paﬁiculm thematic area like health, environment etc.). The generic needs, strategics,
leadership, human resource development and structures, operational management,
boundziry management: with government and other agencies, organizational learning,
values, culture etc. The thematic specific needs are hivelthoods and micro enterprises,
environment etc. /

Few case studies have illustrated some viable strategies for NGOs in order to be
successful. Pulavarti, Lalita®* discussed the reasons for success of Sumanjali Seva
/-\shrhm, a local NGO in urban Bangalore. From a modest beginning as a home for the
destitutes in 1975, today it has grown into an orgzinizalion rcaching out to thousand of
women in several urban and rural areas of Bangalore district. The organization
marched ahcad with the able leadership of S.G. Susheclamma: In the initial stage it
‘received a grant from the government. The turning point came alter it received
support from an international sponsoring agenc:y Action Aid, which paid the day to
day operating cost of the organization and that of the ptogrammes. Then it started
partﬁcrships with the government agencies. Infact the latter became more dependent.
" on the organization for implementation of its various schemes. The efforts of the
organization brought forth women cmpowcerment in its arca of operation. It was able
to form a federation of women groups. The NGO also started partnerships with other

women's organizations in the state (Karnataka). Owing to the NGO's contacts with
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the guvcrnmcnl.ugcncics, women in the federations too had increased contact with lhé
burcaucracy in government offices and are now- better aware of the government
developmental programmes. This implics that nctworking is important strategy for the
NGOs. This aspect has also been reflected by the views of Rajsckhar.

According to Rajsc:khar25 providing qualitative services to the poor is important. This
includes the formation of target group organizations, building capacity ofthc poor and
lcadership among them, facilitating the provision of efficient services, enabling the
people to plan, implement and monitor their dcvclo‘pmcnl activities, Sccondly, the
NGOs need to build capacity of the Atarget group and their organizations to access the
.resources from the government as their right al;d play an important rolc in planning
and implementation of government sponsored devclopment projects. NGOs need to
form themscelves into networks in order to influence goverment policies. The author
has mentioned that a good NGO is one which has capable, has balanced (genderwise)
and matured board members, practices good governance (accountable and
transparent), is participatory, endeavour to find out the needs of the community (prior
(o action planning), comply with the statutory ru|ui|‘cm¢nls. follow gnml systems and
procedure, and respond to the emerging needs and challenges at appropriate time etc.
Bhatt 2 described‘empowering the poor through Micro-finance by citing the cxample
of SEWA (Self-Employed Women’s Association) Bank. SEWA started in 1972 wiih
the objective providing full employment and self-reliance to its. members. SEWA
stepped forward in managing banking with poor women where the nationalized banks
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 SEWA
embarked upon facilitating market information and commercial linkages. technology
and methods to improve productivity © market infrastructure ; health and social
security services ; information, know-how entreprencurial ability ; and representation
in ‘d.ccision—maki-ng bodics for the members of its target group. Close monitoring of
loans was done lé ensure that they are used for cconomic activities thereby it
facilitated repayment. Thus SEWA’s work resulted in the growth of rural Banking,.
SEWA also ventured into other development activities like housing, integrated work
sceurity scheme, training etc. SEWA Bank has demonstrated that it is not only

possible but also profitable to run a bank of and for poor women. When the target




group th'cmsclvcs 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 have tried to put some light into this subject, which
arc as follows. |
Mishra and Jha®’ 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. But, the role of NGOs itself is changing over the years due to change in the
funcﬁon and philosophy of other development organizations. The NGOs had
undergone various generations of changed rofe such as charity, relicf, welfare,
development and empowerment. Interfaces with environment are critical. The major
interactions are held with the govemmcnt and its agencics, clicnts or bencficiaries,
suppliers of inputs and other organizations. Their mutual interaction and collaboration
would make their efforts more effective. One major weakness of NGO seetor is their
~action in isolation. The major l‘essons. for future are adopting a-strategic approach for
improved management practices, establishing new allies/ parlnershib, strengthening
existing structure and negotiating new role. The authors have emphasized the
importance of pedple’s participation in bringing dcvclobmcnt.
Chavan®® described  the work that organized voluntary action (NGOs) could do
towards ‘socio-cconomic development. According to him NGOs  can  provide
cons'ultative service to people to help them efticiently usc resources available to them.
The author has described ‘the inclusion of voluntary work in several development”
plans of the government. It would nccessitate introspection on the part of both
governmental and non-governmental agencies 1o ‘look at their own culture,
procedures, modes and methods of work so as to evolve working styles conducive to
collaborative working in the best interests of ()ll\C who nceds these interventions the
most - the poor. The ideal combination would be 1o use the sprit of voluntarism still
prevalcht in villages and slums, in the young men and women. The author stresses on
the NGOs to upgrade their professional sKills and develop expertise.
Rai, Manoj Kumar and Tandon, Rajesh?” sclected four important scctors to examine
~the involvement of NGO scector in socio-cconomic and human development. These

scctors were investment in human capital, micro-finance scctors, non-farm income
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generation activities and policy reform. They suggested that an alliance of these,
“organizations with professional bodics would help to foster natural co-operation and
lcarning. _ | . |
Dharmarajan, Shivani®’ obécrvcd that NGOs are playing key role in the arcas of HRD
and social-development for providing basic health and income gencration for the poor
in the Asian countries. 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 ébility in tracking the poorest, cost ceffectiveness,
adcquate involvement of women and children. Further, the external énvironmcnl was
not considered in the planning zllnd implementation process and more time was taken
_for the benefits to get mature. The author émphasized that analysis of more
information to désign better intervention was needed besides greater care and time for
both project identification and sciection. The NGOs must do away with dependency
on government funding and focus on generating their own resources. NGOs need to
conduct ahpmpriatc training prograinmcrs for their mcmbers/employees, use
" computerized information system  for creating  database, monitor and cevaluate
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 pfoject, a strong and
competent leadership and an effective scanning and analysis of the external
.environment.
Awasthi, Ramesh®’ cited rural development through pcople’s |'nobili7.,alion with a casc
study of Ralegan Siddhi, a village in Maharastra. The entire development programme
in Ralegan was charted out by the people themscelves. Local ingenuity, people’s
understanding of the roots of the problems, their openness to ideas from all sources,
motivated and appropriate lcadership, and collective response of the people in taking
up and implcmcnl-ing various  schemes brought about overall imnsli)rmu'linn of
Ralegan. |
.Shah and lyengar ** discussed the contribution of NGOs to development through the
case of an NGO named Kundla 'l'u}uka Gram Scewa Mandal. The NGO launched a
| project to built check dams with a financial aid. The results were highly successful.
The objective of the project was to develop not only physical infrastructure but also
management systems, village institutions and the people through participatory process

for sustainable development. The project was executed by a small cam. Information
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about the project was disseminated to all the thirty-five project villages by the project
tcam. The NGO motivated and organized people at work. Participatory Rural
Appraisal was uscd. 'l'hi;sz cm[;owcrcd the people. Individual I'urnvlcrs had to assume
responsibility for land shaping aétivify of their farms and contribute towards its
maintenance. |

Several authors have elucidated upon difTerenfintervemions carried out by the NGOs
in order to attain their de_velopmental objcctives. Some of them are presented below.
Rajshekhar D.*>* mentioned that pridr to designing poircrty alleviation project by the
NGOs it is nécessary to analyze the situation of the poor and éssess their needs. The
Participatory Rural Appraisal (PRA) appcars to be the most suitable method to cnable
the rural poor to participate in this. In this context the author has presented his
cxperichce on an Action Rescarch Project (ARP) carried out in the arcas of two
sclected NGOs. The projeet started with a‘ training programme in concepts and
methods related to causes of poverty, poverty alleviation * strategies, local
organizations and their " characteristics. The objectives, activitics and expected
outcome of ARP were explained to the teanm members. They were equipped i 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 ‘acquiring knowlcdgé‘.
Some of these are as follows- Social Mapping (to map the utilization pattern of
resources available to the villagers and the Cllarglclcrislic‘slof the indivi.duals by the
villagers themselves); Wealth Ranking Excrcise (to know the number of poor and
poorcst in the villages and the characteristics that make the poor); Scasonal Mapping
(mapping a normal pattern of employment and wages, disparitics in employment and
wages of men and women, savings, expenditure, credit and discases in a year) ; Focus
Group Interview (the poor, poorest, 'scl‘lAcdulc castes, the difterent religious group cle.)
;Time Related Mapping (to trace the important socio-cconomic changes in a village
with the help of clders in the villoges). The data collected through the above
mentioned excrcises were cross checked through other means. After collection of
data, ARP focused on preparation and presentation of data at the village level and
block level. At the village lcvlcl this exercise was conducted with members and
Icaders of Sclf Help Groups (SHGs), clected lcadérs of Gram Panchayat, village fevel
officials and bankers in one-day workshop. Workshops were conducted at the block
level involving people from sclected villages, block fevel officials, clected members

of Panchayat, bankers, members of SHGs, the poor and the ARP team from the NGO.
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Bardhan, Anita** analyzed a projecet undertaken in Damoh District of Madhya Pradesh
in order to decline the infant mortality in that area. The intervention strategics adopted
" for the purpose were locating and training of the key functionaries named Traditional
Birth Attendants (TBAs) at the village level who could act as the main link between
the project and the local population. Community-health volunteers were identified and
trained for mobilizihg people, organizing health clinics and in conducting mass
cducation p‘rogrammcs. Efforts were made to provide nccessary maternal and child
health care at lhc-villugc level lhm'ugh the trained TIBAs or by organizing visits of the
health staff. Appropriate liaisoning was maintained with the health staff at the block,
primary health entire and at the sub-centre levél to ensure services according to need
and demand. The efforts to mobilize éommunity support were based on rapport and
mcctings with the community leaders, education and involvement of the target group,,
and formation of small groups of youth and adolescents. The cducation and
communication materials that were developed ‘were related to local beliefs and.
practices. They tried to identify information necds of the local population. The IEC
package utilized local talent and folk media to educate and mobilize people’s support.
The ultim.ate outcome of the projectl was very encouraging. Similar to this is the
intervention included in an action programme, which is discussed below.

Misra, Sunil®® 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
functionarics and people, create general awareness about health issues, introduce
cultivation of crops which could fulfil the nutritional needs of the people, involve
community lcadership and mobilize village level organizations to extend their support
towards the programme. Efforts were made to promote coordinated pl:mni.ng and
action between health functionaries and community leadership with project staft
}ucling as facilitators. The action pm.grummc included ﬂ-»rnullion of coordination
committees, joint training of the health workers and the project statt, enlistment of the
target segment, laying down the nutrition programme, focussing on adolescent
education, development of IEC packages. Impbrtance was given to develop need
bascd and culturally compatible educational material. Emphasis was laid on using folk
media, local artists, and professionals in communicating the messages. The

programme also included sctting up of “Balwadis™ for taking care of child health and
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maternal cducation, and creating awarcness and generating a demand for health

Sawhney, Nirmal®®

discussed the integrated health and development project carried
~out by Christian Mission Hospitalé in Kanpur, Uttar Pradesh. The objectives of the
- Project were related to health and family planning, and socio-cconomic development.
The intervention strateéies had three main elements. These are (a) Education and
motivation for the desired changes (b) Organization of interest groups, mobilization of
lcadership and training of conimunity health volunteers, TBAs cte. (¢) to organize
services for different programmers of health and socio-economic development. The
steps in thc programme. development included a study to assess the health and
development needs of the community, establish {appo\rt and conducting preliminary
meectings with the health and development stafT of the government at different levels
and that of community lcaders. This was followed by identification and training of ihc
community health volunteers and‘T'BAs, formation and activation of community .
organizations through mass media, regular monitoring, periodical review and
reorientation programmes for the community health volunteers, women groups, youth
clubs etc. Here too emphasis was on collaboration and community lcadership.
Ramnarayan and Grover’’ mentioned Dr. Gavid Gleicher’s formula to look at what is
r'equired to make a change effort succeed. Accordilng 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=shared sense of goal or clearly understood desired state: d= implementable,
practical steps towards the desire state; R=resistance to change or cost of changing. 1f-
a, b or d is zero the product is zero and so no change occurs. Hence for change to
occur all these three elements should be strong. |
- The desire for change may be triggered by a failure experience or a desire to increase
one’s competitive advantage by improving productivity or effcctiveness. The process
of generating shared felt nced among team members begins when a key actor in the
organization experiences a strong need for change and passes it to other members of
the group. The key actors need to be conﬁdcxﬁ of being able to move to u‘dcsirublc
state of affairs. In this context the authors have cited an illustration of an NGO, which
was successful in mobilizing members of a village connnunit& 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 sct of

small tasks and convinced a few influential villagers to take charge of them, the taste
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of success started pouring m. When this was reported back to the groups, hope
emerged in the community leading to gearing up efforts. The authors have stated that
the OD practitioner should identify and clarify the need for change by cither helping
the key orgunizutimml. members to explain their understanding. of the problem or
obtaining information about the activities within parts of the organization, Group
inlcrvich are uscful means. The authors have mentioned about two models to
illustrate the client practitioner relationships. The tiré( kind is the purchase .model
where an individual manager or a group in the organization defines a need. A
consultant is approached to fill the need if they feel that the organization does not
have the time or capacity. The sccond is the doctor-patient model, where one or more
executives in the organization decide to bring in a consultant or a tcam of consultants
to have a look at the organizations or some parts of the organization like a physician
and rccnn‘nlncml a programme of cure or therapy. 'Phe authors have further added that
multiple data collection through observation, q‘_uesliomaires, interview, archival
research, self —reports, superior appraisal, and subordinate description would be
usclul. NcW knowledge, skills and attitude are often required to be developed within
the organizations to stabilize the change.

Padaki and Padaki®® mentioned organizational value system as an important
pefspeclivc of OD in organizations. The process awareness in O may by be greatly
cnl&anccd through an assessment of value systems at the individual, group/umt/
organization and the sector/institution field level. The value cycle is kept going by
‘way of refining organizational values periodically through stock taking excrcises 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 sct linkages with the ‘organizationul procéss. The importance of
considering values in OD has also been emphasized by Dayal.

1*? stated that the while framing the OD strategy in an organization one needs to

Daya
know how the cmployees ucquiré values about work and how they could change
them. Further they are also required to gain knowledge related o the type of
orgahizalional approaches that are needed for employees to acquire new attitudes and
internalize them. An - individual  acquires attitudes about work by obscrving
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 three day induction programme for the new cntrants
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convey the organizational values which they consider as basic to their organizational
culture. When these values are reinforced at work, the employces begin to accept and
/
practice them. The process of lcarning however requires certain minimum conditions
to bring about changc in the attitude towards work and bcoplg, like the employces
should be able to place new meaning to their work: they should perecive that there is
congruence between what is articulatéd as pélicies 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 pcople. The employees should understand the rcason
| demanding a change in their attitudes or behaviour, cte. The author has added that
change in behaviour would come about only when interactions on job confirm what is
learnt in the training programme.
Abha ct. al,* mentioncd that the NGO scctor is comprised of five tiers of manpower.
'l'l'lcy are the policy makers and the planners, who arc concerned with taking policy
decision and spilling out action plans; the Exccutives and the Administrators, who are
responsible {or carrying out the day to day activities of the unit and implementation of
the policy and programmes as laid down by the former; the specialists and the
technical cxperts, who are the brains and muscles behind the success of the
programmeé; the section heads, who are responsible for reporting day to day
performance of their sections and the grassroot level workers, who are the vital link of
the NGO scctor with the community. This five tier manpower needs to be adequately
oriented at every entry point. Periodic training for cveryone is a must. The NGOS
working in the arca of hcalthﬂnd family welfare can act as awareness gencrators and
facilitators, enthuse community to participate,-build a team of dedicated volunteers,
“liaison with the government and other (foreign, ‘nalional, rcgional) donor agencies,
initiate income generating activitics. For effective implementation ol these activities it
is desirable to constitute an udviSm‘y committee under the chatrmanship of District
Collector or a public person who is known for his/her cxpertise, experience and
integrity.  This .committec may have members  from other NGOs,  private
entreprencurs, experts and donors.
Lall*' examined the characteristics of suc'cessful NGO and ways and means of
mcaningﬂlf resources. He stated that NGOs evolve systems to meet growing internal
and external nceds. According to him leadership happens to be very crucial in an
NGO. Few other things which the author finds to be important arce lcarning,

cnvironmental analysis and organizational review. He concluded that for an cffective
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management of NGOs fusing together and coordinating the large numbers of citizens
through networks and managerial competence is essential.
Garain'* attempted 1o cc‘)nslruc_t an instrument for measuring perceived organizational
effectiveness in case of NGOs. The areas identified for evaluating the same were the
overall  organizational  effectivencss,  volunteers,  beneficiary  participation,
organization’s flexibility, and local level impact and resource utilization. The
functioning of an NGO is dependent upon the nature of the project being executed,
which in turn is related to the project objectives, target groups, degree of importance
of the project to the NGO, funding agcﬁcy philosophy and the background of the staff
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 are (a) pcrsohal background of the staff (b) their
individual values (¢) job related factors.
. Literature review — Real Case Studies of NGOs
The real case studies have described different suceessful NGOs in India and the
factors responsible behind them. Some of them are prcscnlcd bclow. R
Singh™ gave a vivid description of Vigyan Ashram, situated near l’uné in Maharastra.
Dr.S.S. Kalbag, the founder of the Ashram realized that there were higli'er numbers of
school dropouts amongst the poor students from rural background. He felt that the
factor most responsible for this is the present cducation system: Hence Vigyan
Ashram framed certain objcctives to make service a way of life by Icarning activitics
based on scientific methods and rural technology to make cducation interesting by
including informal cducati\}c methods, and to imbibe a sct of good values and morals
amongst the students and the inmates. There existed no discrimination on the basis of
work. Children are inspired by sccing the clders doing their own work, which helps in
inculcating a sense of discipline. All these were possible onlj through the active
suppbrt and guidance of its visionary Dr. S.S. Kalbag. .
'l‘hukur“ cxamined the work of Samay Pragati Sahayog (SPS) situated in Madhya
Pradesh. The primary objective of the organization is to cvolve an alternative path of
development in India based oﬁ the principles of people’s ClllpO\\"Cfl]’lCHl, equzll;ly and
sustainability: carryout d'cvclopmcnt; mobilization, rescarch 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 cffort was sorted out
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by CAPART (Centre for Appropriate Rural Technology).  CAPART extended
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 empowerment) located in the middle of the target
population, which helped SPS members to have a direct interface with them, get their
feedback on the interventions carried out and to realize the impéct of the
interventions. An effective training methodology was designed by SPS members,
taking care of the social and institutional aspects of watershed \vorks. 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 cfforts of a trusted, dedicated and
excellent team of professionals who have a very good interpersonal relationship and
are dedicated and committed to the objectives of the organization.

Gangwar® gave an account of ;l’ripura Adivasi Mahila Samity (TAMS), situated in
Tripura. Its objectives are, to promote and safeguard the interests of women, children,
the destitute and the tribal communities; to bring about sclf-rehance of the Tandless
poor artisans and the uncmployed. To achicve its goal, it has 1uk¢n up difterent
projects like women, child and adult education, building housces for 11;0 poor, training
people in the basic skills like weaving, 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 team of workers, making the projcd
successful. The credit for the success of TAMS goes to its sincere and devoted tcam
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 guidance that TAMS is successtul.

Singh*® presented an account of BAIF Development Rescarch l"oun(la(i@ (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 upliftment of the region and
project it as a model of rural development. M:.inibhui developed strategies for rural
development through creation of suitable employment opportunities for the people of
Urulikanchan. He revolutionized agriculture and dairy farming in India, and through

this showed the path towards poverty cradication. Today BDRFE also focuses on the
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watershed development, agro-forestry, horticulture and empowerment of women,
Manibhai Desai Management Training Center in Pune organizes regular training in
management of rural development programmes with emphasis on leadership
development and promotion of local enterprises. It shares itsl field experience with
other NGOs with a view to develop a nctwork of efficient voluntary bodies and
replicate the success ofits developmenbprogramm‘es throughout the country. All these
- improved the livés of the deprived section dramatically. The torch bearer for the
organization today is Dr. N.G. Hegde, the President of the organization. e is a very
able professional and administrator. According to him dedicated professional stall”
members are the organization’s real strength. They have introduced several training
and development 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 themsclves. The organization is gélting a good response from their donors,
beneficiaries and the general public. co

Singh*’ 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, Prabhu
Nath and Ram Padarathjee, engincers by profession, who decided to give up their
careers and plunge into nation building and serving the poor. The aim of the
organization is to run constructive, educational and social programmes for agricultural
labourers, small farmers, women and youths in an attempt to end their socio-economic
and political exploitation. NBJK has a talented, professionally qualified and
competent tcam of wo‘rkforcc. Each member of the tcam is fully aware of the vision
and mission of the organization and sharcs their commitment. Decisions in NBJK arce
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 are formed. In order to
gain self sufficiency and provide employment to the villagers NBJK not only went
ahead ‘with different kinds of productive activities, but also took marketing initiatives
to help the beneficiaries- scll tlxcir products.. NBJK regularly organize training
programmes on varioﬁs issues to strengthen the efforts of social'aclivisis and
organizations in rural development. The organization is able to tlourish under the
able leadership of Satish Girja the Sceretary. His approach towards work is to
promote individual values, gencrate love for the poor. and enhance cﬁpucily building
~among the members of the organization by giving them independent assignments. 'l.”he

cmphasis is on integrating them with the ideology of “selfless social service.”
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Thani*® described work of Tarun Bharat Sangha (TBS), situated in Rajashstan. TBS
pledged to work in a region, which was slrujck by famine. People were in dire straits
and unemployment and poverty were rampant. The workers of TBS with Rajendra
. Singh as their head were determined and committed to involve themselves in the
impossible task of making the earth’s covering rich and green again in that arca. TBS
decided that they wouid 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 m\aximum benefit of the people. Along with that TBS has also come out
with different schemes for economic benefit of the people. TBS had 1o wait for four 1o
five 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 arousced in the pcopvlc the feeling that biggest and most difficult tasks
could be made easy with commitment. In TBS there are some “workers whose
dedication and hard work has made TBS a ‘pcople’s 0rganizaii0n’. People n the
organization do not have any designated portfolios but work is designated according
to need. :

Kum'ur‘w gave an account of Gramin Vikas Vigy:m Samiti (GVVS) which situated in
Rajasthan. Its main objccli\/c' 1s to reduce the level of poverty in the rural arcas. IFor
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 dcscribcd the activities project wise. These are (i) The water harvesting scheme,
(it) Group tube wells, (iii) Construction of low cost housing for the poor (Pucca
houses). (iv) Creating forests for individuals, (v) Creating orchards in the desert, (vi)
Support to other voluntary Organization. (vii) Uplifting the cause of mine labourers.
All lhc.sc activities not only helped the poor to have a comfortable fiving, but also
helped them to derive economic benefit. GVVS tried to know the needs of its target
segment and accordingly made strategics to fulfill them. Behind all this eftort is the
dedication of Mr. L.C. Tyagi, the Director of GVVS and Shrimati Tyagi, the Chief

Executive. Mr. L.C. Tyagi sccks participation of people in implementing work. The
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major problem faced by GVVS is the dearth of genuine workers who are more
commiltcd to social work than beirg concerned about carning money.
Singh®® gave a vivid account of success of Sarvodaya Ashram an NGO located in
Uttar Pradesh. The organization endeavoured 1o provide refuge to the people erm
exploitation and violence, and helped them to move towards sclf-sufficiency.
Sarvodaya Ashram began by organizing the farmers and labourers. They went from
village to village imparting information on government schemes and making facilities
available to the people. The rich pcoplc.occupying the land were motivated to give a
_share of it to the poor and weak bcoplc. ‘Then the organization’s main issuc became
developing the land further. After the need of providing food was fulfilled, attention
was given towards other issucs like education, health and women. In order lo-‘work on
these issues tll(:)" came out with different programmes. The programme for the
improvement of infertile soil was the most successtul one. It was possible due 1o the
relentless effort of the organization and people, backed by CAPART’s i‘unding and
technical know how. Farmers were sent to undergo training in different institutes and:
interact with farmers of different states. The NGO undertook an intensive campaign to
motivate the farmers constantly. 'l‘ho;: pdsilivc 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, thé standard of living too improved.
Behind the success of the organization is the effort of Ramesh Bhai, the able leader.
He constantly attempted to motivate the people/ target segment to participate in work
~and also called upon different agencies / authoritics to support them from time to
time. Sarvodaya'Ashram work by creating organized movements. 1t endeavour to
bring the u{ldel‘privilcgcd people to the mainstream and bring change in the socicfy by
changing the people’s mindsct. | |
Review of Literature at International Level
Literatures from outside India were also reviewed for the purposc ol this study. Some
of them are presented below. |
A fecedback taken from  participants of dif’ltrcnl countrics  ina  Management
. Development Workshop for Save the Childrcn,' UK. *" revealed vital information
regarding the different components of the participating organizations, which require
main attention for designing implementation of change cffectively. In Central Asia

they are:- activities and programmes, organizational component viz, people structure
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and task, increased communication, skill development, structure of project team,
country strategic plan. In .Bangladcsh; they are tasks, structure, information 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 prioritics, communication ete. In Pakistan, they are viston and
mission and strategies; programme goals and action plans; systems, procedures and
partnership; capacity building viz. tcam building, training communication and
" leadership. In Nepal, they are working approach, participation and focus on the target
segment. In India, the focus is on common societal vision, prcgramme management
and structural change.
The literature related to South Asian Dialogue Meeting on NGO Capacity Building52
cxamined the arca of capacity building. Internally capacity building is for the
individuals in the organization. Externally 1t 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 litcrature reveals that dynamics of capacity building can be
of two types. The first kind is from inward to outward, when the chaﬁge starts at the
individual or the staff level then cxpands to the organization level, the national level,
the regional level (for example the South East Asia), the continental level (for
example 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 Dobbs® gave an overview of [cadership with focus on lhc’-non-pro[it arca.
.According to them leaders who build organizations must be visionaries, strategists
and change agents. Entreating the non- profit leaders to be change agents, the authors
have put forward challenge to the leaders to innovate, to be entreprencurial, to
commuriicate, to initiate, to renew and lr?psform their organizations. The authors have
encouraged the leaders to play the role of a coach in the organization that is to build,
- ignite, design, create and encourage the l"ullowcris. As a couch the non- profit leader
must blend staff, volunteers, 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 context of a wider public that includes donors, advocates, other NGOs, stake

holders, the media and the government agencics. Another role that a leader has to play
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is that of a financial campaigner, who offers insights into financial planning and
fundraising,.

French and Bell® presented certain illustrations to highlight OD in organizations.
They are as follows: In the first illustration a business firm characterizes lack of
coopcratio'n between' subunits, increasing complaints from customers, sagging morale,
.and rapidly ir{creasing costs. The President of the firm approached an OD consultant
to improve the situation. They decided on a three days workshdp for the executives
and their )team away from the workplace. Prior to this the consultant interviewed 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 problems. The participants were also involved in
recreational activities. All this resulted into enhanced team spirit. They decided upon
a threc-month review scssion with the consultant. A three-ycar Organization
Development programme conducted by two behavioral scientists at a large wood
products company led to cighty percent increase inproductivity. The progranmme
consisted of first line supervisor training, survéy feedback, team building with various .
work tcams, weekly problem solving mectings and numcrous problem specific
interventions.”

A new plant manager joined an organization. He wantéd to. practice a participative

style of leadership and empower his subordinates. But for this he needed to change

the managerial culture of the orguniwlilon. The change goals and the idcas of the new

plant manager were cc_)mmunicatevd to all the empioyees. The consultants held team
building méctingé. Few organizational members were groomed as internal changc

agents. The cz)nsultams assisted the group to identify, work through, and lcarn from

their problem. The OD programme was in operation for four years. In the first yecar,
the intervention strategy included team-building meetings with intact working groups

(supervisor and key subordinates). The second year's activitics 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 §lralcgic

-plzmning model. Management Development Programmes were also formulated. In the

fourth year, the OD activities moyed to the shop floor. The consultant interacted with

the workers and sought their vicw on improvement of performance. Mectings were

initiated between the supervisors and the workers.*®
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A Manufa‘cluring Company was facing cnormous losses and its survival was
threatened. In order to tackle this problem the Chicf Exccutive 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 Exccutive and to;; management team to understand what
they wanted to accomplish from the programfnc. Next, the design tecam 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—si}e follow up meeting. The seminars were conducted for the
divisions onc by one. Two mbnths later two-day follow up sessions were held for the
divisions, which was followed by formulation of action steps. The OD programme
was able to enhance the individual’s and team’s motivation, quality of products and
customer relations.”’

A company cngaged in the design and manufacture of high technology specialty items
appointed a task force to find ways to improve the company’s performance. The team
recommended construction of a new plant to be opcrated by sclf-dirccted teams
(SDTs), who required to perform all activitics nceded for tecam’s success without the
aid of a supervisor. The lcadership functions, which in normal conditions the
supervisors had to perfdrm, were identified to be performed by the SDTs. A varicty of
training programmes werc initiated for the team members to learn the necessary skills
for manufacturing the produ‘cis, running SD'Ts, and measuring their performance.
Eighteen months after the plant opened., the cnlirg; plant was run by SD'T's. Morale and
satisfaction was high. Quality was.outstanding.™

Cumings and Worley® gave vivid descriptions of various change management
pro;,rammcs conducted in different organizations. Some of them are cited hdow

The authors havc expounded their experience of conducting a change programme in
Toronto Mine. The organization was facing a turnover problem of hourly employees.
The consultants started their work with an initial attitude survey of 20 pereent of the
workforee. Alter the data was analyzed, a two-day training programme on basic
human relations skills-was orgahizcd. This was subscquently followed by the second

attitude survey and the feedback. In the process the consultant started working with
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the employces to know them better. Consultation skills workshops were arranged for
the HR staff so that they could take up these interventions. This was followed by more.
training on human rclations. The consultant took up the third attitude 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 scnse the
primary task of the group and where the group was getting stuck.®
The authors®' have described how reengineering was carried out in Schlage lock
company as a proﬁctive step towards meecting the challenges of the external
environment or aligning the organization to it. In preparing for its reengineering
effort, Schlage adopted a strategic plan with a mission statement. It sct up a Strategic
Information System Plan task force and according to its suggestions the
mamifacturing procesé was reengineered. The reengincering process was
implemented by creating a team for each of the company’s five facilities referred to as
“Figer Team”.
The authors® have cited the example of Chrysler Corporation, which moved towards
high involvement. The designers, assembly-line workers, fabricators. suppliers and
managers came together in the same 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. The workers were -also a part of the planning, design and development
process, which was supported by a high involﬁement communications and suggestion
_programme, more cgalitarian structurcs and pro"ccsscs‘, and cxtensive training. The
supcrvisor treated the workers more as colleagues than subordinates.
The authors® discussed the moving to Self-Managed Team at ABB industrial systems
plant. The demands for products dropped sharply and compe('ition from international
manufacturers increased. The vice-president observed that employces from different
departments were meeting the same set of customer, but not conimunicating with the
other-departments about the discussions they had with them. He laid out a change plan
~that would f'udicalfy reshape the structure and systems that governed the Columbus
plant. At the centre of reorganization was the concept of the ‘High Performance Work

System'. ABB’s move to a high performance team based work system proceeded in a
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stcpwise fashion, cach step building on the previous onc., An oft-site mecting was
“used to educate members of the Icadership staft on the basics of team based
organizations. The “High Performance Work System” that was formed worked for six
months to create a change plan. Further a new mission was formulated. The vice-
president held quarterly meetings with all plant employees and shared with them
information related to the environment and the organizational performance. The high
performance work system was initiated by adopting a sct of industry benchmarks for
prodﬁcts and processes. They emphasized on education and training. All this created a
business environment to produce a quality product and -on-time delivery at the right
price to the customers.

Smilliec and Hailey * suggested that participatory decision making within an
organization irrespective of the hicrarchical structure is fcquircd once NGOs grow to
a certain size. Flat structures can hinder communication and participation. Clearly
delincated hicrarchies 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 wﬁh change concerns organizational learning. The authors cited examples of
many South Asian Organizations that arc engaged in learning both (h'rough informal
participatory process such as regular interaction with local communities, and through
more formalized procedures of training, research and evaluation. Al.lhough learning
may initially be motivated by valucs and vision, it requires an infrastructure, for
example management support, networks, faciliti_es; time and management information
system, as well as a set of implementation tools and methods to make sure that
processed information actually leads to behavioural change. For example, financial
reward, training opportunities, appraisal schemes and evaluation techniques are linked
to indicators of productivity and quality.

Kearns® outlined three models of strategy formation for the non-profit organizations.
These are, (i) The national, analytic  approach, which sc.cks to match an
organization’s strength with observed opportunities in the external environment
through such excrcises as environmental scanning. (i) The enreprencurial visioning
approach in which an organization’s performance, target or goal, and the strategics,
tactics, actions and resources needed to achieve it is determined. (iti) The incremental
approach, in which the organizational strategics evolve slowly and gradually through
a continuous process of political bargaining and negotiating. These three paths to
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| organizaliondl straiegy can be traveled sinmltuncously or consccutively. The key
strategic decision- making issues that confront the managers in the non-pmﬁl‘ and
public scctors relate to the future of these organizations; whether to grow, retrench,
stabilize or collaborate; and if so, how? The author added that 1n this context it will be
useful to identify the organization’s distinctive competencies and comparative
advantages; identify and select organizational strategies that are consistent with their
strategic en§'iron1nent; 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.
Ma'yox-mx 8¢ examined the experience of seven micro-finance programmes in
Camecroon. These programmes were carried out by ditlerent NGOs All the seven
micro-finance programmes place considerable reliance on client networks and
voluntary input for loan disbursal and recovery, but follow difterent models and
approaches. In Camcroon as clsewhere these programimes are increasing targeted at
women. The rotating savings and credit activities (ROSCA) 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 pussil;ilily of building an existing social capital to
increcase  contribution  to poverty  alleviation,  cmpowerment  and  financial
sustainability. |
Tracy and Snavely®’ carried out a study of rural NGOs in Southern Illinois and
Mississippi Delta to investigate the role of trust in non-profit collaborative activitics
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, clicnts, cmpluyc‘cs cte.  Certam characteristics and
conditions of rural arcas appcar to make collaboration dmong service organizations
morc difficult. The desire of scrvice providers to collaborate, and the form and
structure that those collaboration take on are shaﬁcd 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 challenges ete. The desire and
ability of organizations to enter into collaborations and io trust partners is influenced
by the environmental factors. Amongst the internal organizational environment two

factors are particularly important, these.are the organizational leadership and
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organizational resources. From the external environment the important factors are
rural location, government policies and mandate, the race retaliations and community
culture.

Brown and Kalgaonkar68 discussed the support organizati'ons'and the evolution of the
NGO sector. They expressed that NGOs are increasingly recognized as important part
in social, polilicél and cconomic 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 outéidc the sector are public
legitimacy and accountability, relations with the government, relation with business,
international relations, cte. The challenges from within the sector are amatcurism,
restricted focus, material and resource scarcity, fragmentation, paternalism ctc. Thus
in many countries, support organizations have emerged to provide services and-
resources that strengthen the capacitics ol their constituents to accomplish their
mission. The authors have identified five broad support functions. These are. Q)
strengthening human and organization capacities, (ii) mobilizing materials resources,

(iii) providing information and intellectual resources, (1) building alliance for mutual

. support, (1v) bridging to other sectors.

.

The above mentioned wide range of literature review revealed the following insights:
Regarding the various forces that had prompted the organizations to adopt change. are
organizational crisis, changing cnvironment, need to attain better performance,
unfavourable interrelationships, competition, cagerness to improve quality, stake
holder’s pressure, sponéér’s pressure (in case of NGOs), target segment’s need cle.

As regards the various interventions, strategies designed and implemented at various
stages of change managcment process, they arc as-follows: the different types of
meetings and  workshops held like the diagnostic and action  planning

meetings/workshops (OD), individual and vrganizational life road exercise, visioning

etc., the HRD activities like the programmes refated to capacity building of the

organizational members and the target segment (in case of NGOs). skill enhancement,
managerial effectiveness, organizational rcengineering. organizational learning, team

building, lab training ete., environmental scanning and ™ analysis; Open System

Plamning in which the external and internal environment are considered in planning

change, networking with other partners, Process Consultation, Participatory Rural
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Appraisal (PRA). Action Research, Survey Feédback, collaborative working, target
people .mobilization, Self-Help Group Approach, Large Scale System Change
Programme, Self Directed Teams, forming High Involvement Organizations and High

Performance Work System ctc.

Relating to the role and influence of individual, group and organizational dynamics,
the literature review revealed that the role of leadership is crucial. Motivation, team
work or collaborativc working has a positive impa(;‘l in the change process. Better
interpersonal relationships led to emergence of a more cohesive group that create a
feeling of collective rcsponsibiiity. Building of trust relationship among people and
orga.nizations in the collaboration is vital.

The dkclxvums% of various ()l) interventions used for bringi ing change in the NGO
mindset can bc df‘suxbul as Tollows. OD process 1s able to insull a feeling of
collective responsibility. Morcover its outcome is that the internal members are now
more confident to carry forward change. The OD process helped the organization to
get stabilized. Involvement of people in the OD process led to better working relations
among the mcmbers It bridged the gap between the leader and members. Survey -
‘Feedback was found to be an essential tool for learning and change, and an important
intervention that could be used as an mstrument for periodically sensing the climate of
an organization and for bringing organizational improvements in structuee, styles,
policics, culture, climate cte. Action Rescarch was found o be a very cl.'l’cc.livc
mntervention in bringing change. Tools like Organization Life Road, coviconmental
scﬁnning provided insight into ihe organization and the kind of changes it necded to
undergo. PME (planning, monitoring and cvaluation) is sigoificant when ill 1S
participatory and flexible. Process Consultotion led to marked increase in the
clfcetiveness of the organization through improvement in the group  processcs.
Various laboratory training mcthods are successful in developing the expertise of
“Change Agents’ from within the organization. *Collaborative Working™ has a
positive impact in bringing change. From tirget people ;\min('n(' view PRA and Scelf
Help Group Approach are very clicctive.

The review of literature revealed certain gaps, which are as follows: rescarch in
Change Management or OD is more concepts oriented besides consultuney based. OD
" activity mostly car md out across the world is based on processes and hterventions

developed in western countries.- Literature related to culture specific interventions
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;:urricd out in India is ncgligible. There is fack of literature regarding  the
implementation of Change management concepts or O models and the outcome of
such cxercises if conducted in organizations by the real practitioners or users. Rather
literatures arc available from consultant’s viewpoint. Hencee the real success rate of
different change management exercises is difficult to assess. In India OD rescarch is
negligible, and in Assam it is ncither initiated in corporate sector nor in non-corporate
sector. There is dearth of literature both national and international. Further very

limited literature was available regarding managing organizational change in NGOs.
Problem under Study

India has a great tradition of voluntary work, which has its roots in the pre-
independence period for the past .two centurics. Many leaders gave a boost to this
voluntary work, and encouraged people to work selflessly for the nation, the socicty
and the economy. This led to formation 'of a number of non-government
organizations. Some of the problems related to these organizations vur:: discussed
below.

Role of voluntary action yet to be understood: The tragedy is that afier de.cad'es of
planning, the role of voluntary action is yet to be properly understood. The socicety as
well as l'hc 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 expeéted to play a critical role in all conceivable aspects of development.

Role of NGOs itself fast changing: 1t has been scen that t'he role of NGOs has been
changing over the years. NGOs had undergone various generations of changing rolﬂcs
“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 socicty.

New roles demand new competencies and approaches from the NGOs.

Need for professional competence: 1t 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 statt of NGOs has come up.

“The environmental demands: Every NGO has two séts of environment to manage

namely the external and the internal environment. As the environment is dynamic, it
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brings forth new and changing demands and challenges for the organization to deal
with. Thus {or sustaining itself it bcc.omcs very much necessary for the NGO o get
adapted according to the demands of thc.chzujg'ing environment. Hence there 1s an
enormous need for these organizations to successfully manage change. The irony is
that many of these NGOs cither is not competent enough to manage change or are

unaware of this need.

NGO 1ij"e cycle: NGOs need to cope up with change at different stage of its life cycle.
The NGOs should respond to these de_'mands of change with an approp'riale 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 intcrnalized in their members.

_ Threat to longevity of NGOs: The institutionalization and longevity of NGOs has been
an issue since many of them are founded by highly motivated charismatic Icaders and
find it difficult to continue with the same level of commitment and contribution after

the departure of such leaders.

As mentioned before, today the NGOs have a vital vrolc to play in development of the
society in general and speéiﬁc population in particular. The socicty and their target
segment also place high hopes on them. The problems that the NGOs face at the
international, national, state and local level are unique. They have to overcome lot
many hurdles to survive and deliver services to their target segment. On one hand
they arc cntrusted to change the socictal mindset, and on the other hand in order, to
survive and realize their objectives they themselves have to undergo changes and
manage them wcll. They depend on the environment for their resources and 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 knowledge
or absence of knowledge in Managing Change. They need professional help in using
certain techniques-in this regard. In this context Organization Development (OD) has,
become useful in understanding, predicting and managing Organizational Change
successfully. Hence, the gaps ll;ill 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 proccss.iﬁ NGOs. Keeping in view all these gaps
a strong need was felt to initiate OD research as to how change 1S managed at various
stages of its process positively. Considering the growing importance of NGO’s role
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today, this study was undertaken in NGOs context to explore the relevance of various

change management or OD concepts in these organizations.
Objectives of the Study

The study focussed on the following objcciivcs:

1. To study the various forces that prompted the NGOs to adopt change since their

inception.

2. To study the various interventions, strategies designed and implemented at various

stages of change management process by the organizations concerned.

3. To understand the role and influence of individual, group and organizational

dynamics in the process of change management.

4. To evaluate the effectiveness of various OD interventions used for bringing

change in the NGO's mindsct.

5. To design and develop interventions and models for better management of change

in NGOs.
Methodology

In order to fulfill the aforementioned objectives of the study, a well thought rescarch
methodology was adopted. The fun.ctioning and activities of various non-
governmental organizations (NGOs) operating outside and within the state of’ Assam
were studied by means of sccondary data and pilot testing. Effort was exerted to
understand the Change Management efforts  specially  the  Organizational
Developmental activities-of these organizations. Case studies were conducted in
sclected number of NGOs to have an in-depth study regarding the historical
perspective of ‘the organizations, the impact of the environmental changes on the
vision, mission, ‘goals, policies and methodologies adoptcd 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 these organizations. Considering all the factors it has been attemipted to



develop some suggestions for an effective handling of organizational change with

~reference to the NGOs in Assam. '

Data Collection

In order to mect the rcqt-lircmcnls.of the rescarch sludy‘un 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 understanding of the rescarch subject and its practice. It was also essential to

have an understanding on the” working of the NGOs. Thus the -sccondary data

collection was focused on the following aspects:

(1) To gather information on the concept of change management and organizational
dbvclopmcnl, and to guin an understanding of its practice in real situation. To gain
knowledge of origin and evolution of N(j()‘scclor in India; (2) To gather information
on NGO profile ofAssﬁm. North cast India, India and World. (3) To know the various
organizations supporting and spunSuring the NGO scctor. (4) To develop knowledge
rclated to the performance of various NGOs especially of those in Assam.

The data relevant to the above aspects were collected from a number of sources such
as p;lSt studics, published papers, different directories, articles, reports, organizational
files andv databases, websites, brochures_,_ newéletlers etc. Many organizations and
institutions were visited for this purposc, which are as follows-

(1) Indian Institutc of Public Administration, New Dclhi,v(Z) Centre l:()r /\ppli-cd

Manpower Rescarch, New Dethi, (3) lNlVSD()C, New Delln (4) Indian Society of
‘Applied Behavioral Science, New Delhi, (5) OD Institute, New Delhi, (6) Society for
Participatory Rescarch in Asia (PRIA), New Delhi, (7) Association for Third Sector
Research in India (ATRI), New Delhi, (8) Ccn-‘trc for Organizational Development,

Hydcrabad, (9) Office of Registrar of Socictics, Guwahati. (10) Indian Institute of
Entreprencurship (11E), Guwahati, (11) Indian Institute of Bank Management (11BM),
Guwabhati, (12) North Eastcm Development Finance Corporation (NEDFT), Guwahati,
(13) Reshtriya Gramin Vikas Nidhi (RGVN), Guwahati. (14) Omio Ktil;lilr Das
Instutute of Social Chan.gc and Development, Guwahati, (15) Council\ 'l"o'r
Advancement of People’s Action and Rural Technology (('/\l’/\R'l'), Guwahat, (16)
National Institute of Rural Development (NIRD). Guwahati, (.17)' State Institute of
Rural Development (SIRD), Guwahati, (18) Gauhati University, Guwahati  (19)

National Institute of Public Coope‘ralio'n and Child Development (NIPCCD),
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Guwahati. (20) Indo German Social Service Socicty (IGSSS). Tezpur and Guwahati,
(21) The N(‘i(_)s where case studies were carried out, (22) Social Wellare Department,
Government of Assam, (21) Librarics 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 sclection 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 eighl
NGOs were identified by various cxperts. 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. Intervicws with pcople from
different 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 agencies apart from
the target people, social workers and the experts in the arca of rescarch. At the initial
stage a “pilot study™ was conducted.

Case Study Method

The case study method is a very popular form of qualitative analysis and involves
carcful and complete observation of social units. It is a method of study in depth. The
case study places more emphasis on the full analysis of a limited number of units or
condititons 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 bricf it
can be said that the cases study method is'a form of qualitative analysis whereirf-»
careful and complete observation of an individual or a situation or an inslilutioﬁ 15
done. Further, efforts are made to study in detail each and every aspect, which is
related to the research area, and then from case data gencralizations the inferences are
drawn.

Thus viewing the above characteristics the case study method was found to be

appropriate in carrying out in depth study of the selected NGOs.
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Major Phases Involved: The major phases involved in case study are as folows-
1. Recognizing and determining the phenomenon to be investigated and the units

of attention.

2. Collecting and examining data with reference to the above mentioned
phenomenon. -
3. Diagnosing and identifying the causal factors as a basis for remedial or

devclopmental.treatment.

Units: For the purpose of case study NGOs both successful and less successful were
chosen in the ratio of 3:1. Thus a total of eight NGOs comprising six successful and
two less successful were chosen based on certain parameters. -

Criteria for selection of the NGOs: The criteria that were considered while selecting
the NGOs are as follows: ‘

I. Non go'vcrnmcnlal organizations, which are non-profit oriented, Working towards
developmental action on voluntary basis; 4

2. The organizations should have completed at l‘casl_scvch years of existence;

3. They should have at least ten persons working full ime;

4. They should be bascd at Assam;

S. They should be well known at least within the state.

The NGOs were selected in two steps: This was done in orde"r to arrive at the

final list of suitable NGOs, where case study was to be carricd.

.Slep.‘ /

Sceventy NGOs of Assam who mect the above criteria were chosen based on the
information obtained from sccondary source of data. An. open-ended questionnaire
was administered to these NGOs thrdugh mail.

Objectives: :

(1) To get prcliminary information about the N(_EO like its ycar of cslublishmcnl.
“vision, mission, objectives, activities, area of operation, sponsoring and supporting
agencies, target segment, promoters, em;‘)l'oyees etc. (2) To cross check the
~information provided in the sccond‘z‘n'y sources including the authenticity ol the
organization; (3) The problems and challenges faced. (4) The different Change related

or Organization Development related interventions designed.



Step: 1
For selecting the NGOs for case study purpose, information pertaining to the above
NGOs was gathered from different sources. Certain parameters were used to sclect the
final list. Details are given below.,
I’arainc‘tcrs to judge success of an NGO:
(D)Quality of loan, grant (funding) received and their utilization; (2) Payback of loan;
(3) Project implementation; (4) Developmental work carried out i.c. the impact of its
work in the society; (5) Reputation of the NGOs; (6) Positive fecdback from the
funding and the supponing‘agcncics. '
In order to collect ‘information pertaining to the abo’w’?e‘-paramc(crs (rclated to the
seventy NGOs) and finalize the list of successful and less successful NGOs, the
following categories of elements were chosen.
1. Funding and supporting agencies @ A 'widc spectrum of information was
obtained from the funding agencies with reference to the NGOs like, the funding
assistance given to the individual NGOs, the utilization of this lund, the payback of
loans, the professionélism_, innovativeness, dynamism of the NGOs, and the overall
view on their performance and:réputation. Effort was also given to collect information
-regarding the initiative and participation of the NGOs in different Organizational
Development related activitics viz. workshops, training programmes, seminars etc. |
2. Beneficiaries: Information” was tricd to be obtained from the beneficiaries
regarding the type and qua,lity of developmental work done by the NGOs. A ranking
of the NGOs was also obtained from them.
3. Eminenhl citizen/sociul worker: A ranking of the NGOs was obtained from
eminent people from the society comprising some reputed social workers and eminent
citizens.
4. Peers/other NGOs: Other NGOs were approached to name the successful and
less successful NGOs from the list of NGOs provided to them so as to obtain a peer
rating.
Information was obtained through interactions with different individuals and referring
secondary data. Accordingly six top ranked successful NGOs were sclected.
For sclecting the less successful NGOs. the criteria used are as follows: NGOs that
were very suceesstul carlier and previously renowned in their arca of work and
carried high credibility amongst its stakcholders, but now that had. greatly declined.

Further they would be getting poor ranks in the success criteria/parameters. Feedback
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from the same set of elements was obtained to sclect the two lhcss successtul NGOs
(from the samec list of scventy NG()S).

The element of tlie case study: Ditferent individuals who are l|lil.‘ members ol the
NGOs and substantially involved in it were chosen for gathering information. They
were either paid employees or the unpaid, working or voluntary basis. The different
categories were the following:-

1.The Promoters: They are the people who have established the organization. They
were the right people from whom vital information related to the organization were
obtained, like the historical, cultural, cvolutibnary 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 different

Organizational Development activities carried out; the different changes that had been
brought about, the different supporting agencies assisting them, feedback related to
‘the individuél and group dynamics for example, the type of lcadership .the team
building  effort,  conflict, interpersonal  relationship  cte.,  cmployce
involvement/participation etc.

2. The Ojﬁc‘e Bearers: Infomlatioh related to the vision, mission, objectives; the
different organizational activities; strategy ‘planning; orgdnizing, stafting and
cor\ltrolling systems, ways and means adopted to adapt to the environment;
relationship with the target seg.ment, the different sponsoring or supporting agencies;
the different social workers involved' with the organization; the diflerent types of
tcams in the organizations, the contribution of the individuals, power and politics, the
inter group relations, team building ¢fforts, the different changes and OD related
activities/ interventions; the different challenges and problems faced; the problem
solving methods; the leadership; the decision making process cte.

3. The employees/ workers: They im.‘ the people who have build up the organization
and constitute a very important part of the organizational dynzunibs. Hencee, an array
of information was to be obtained from them. like the extent of their participation in
the different organizational process like goal sctting. action planning, decision
making, leading and managing changes, their individual contributions to  the
organtzation, power and politics, interpersonal réiulionships. individual strengths and

weaknesses, role clarity, the different programimes conducted for them for skills
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enhancement or training and organizational learning cfforts, their views on the top
management /the board and the organizational leaders ete.

Lxtent @ For the purpose of this study all NGOs  operating in Assam had been
considered from which based on the aforementioned criteria eight of them were
selected .

* Time: The major phase of primary data collection was carried out from July 2001 to
~June 2004.

Data collection from the Funding and Supporting Agencies

Objcectives: These dfggnizalions were sclected on judgmental basis. The data collected
pertained to funds, assistanée or support cxtended to the NGOs and feed back
regarding their performance. Almost all these organizations perform both the

functions of supporting and funding the NGOs. Some of these organizations are

(1) Rashtriya Gramin Vikas Nidhi (RGVN ), (2) North East Dcvelopment Financial
Corporation (NEDIT), (3) (jGu_ncil for Advancement of people’s Action and Rural
Technology (CAPART) , (4) National Bank for Rural Development ( NABARD).
(5) Department of Social Welfare , Government of Assam, (6) Department of Rural
Developmént, Government of Assam, (7) Indian Institute of Bank Management
(IIBM), (8) Indian Institute of entrcprencursﬁip(llE), (9) State Institute of Rural
Development (SIRD),(10)National Institute of Rural Development (NIRD), (11)
National Institute of Public Cooperation and Child Development (NIPCCD), (12)
Indo German Social Service Society (1GSSS). '

Elements: Difterent individuals in the above mentioned organizations, who are
involved in providing assistance to the NGOs in terms of funding, training, OD;
monitoring the NGOs in the project implementation etc. are included in the study.
Methodology: Primary information was_collected through intcractions with the
individuals. Secondary information was also obtained from available reports.
newsletters, brochures, official documents etc. } |
Extent: Assam.

Time: The major phase of this data collection was conducted tfrom January 2001 to

June 24, 2002
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Primary information from social workers/leading citizens

'Objeclivcsz Information from this sct of people was cssential in order (o sclect the
NGOs for study. Importaﬁt 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 of NGOs.
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 Managementsz / OD/ NGO
Objective: It i\lld the following objectives.

1. To develop a better understanding on the concept of change management and
or OD/ and NGO.

2. To identify the criteria for selecting the NGOs for study especially those for
selecting the successful and less successful NGOs and the methodology 1o be
adopted for the same.

Element: Individuals who are supposed to be well versed in the rescarch area and
have done or are involved in doing substantial work in the arca of rescarch. They may
have been the academicians, researchers, consultants, freelancers, ctc. '

Extent: The researcher covered several places of India in order to colleet information
personally through discussions, participation in workshops and seminars in addition to
corrcspo‘nding through mail.

Time: August 2000 to January 2002.
Feedback from the Target Segment

The rescarcher also tried to get feedback from the target scgment for the purpose of
this study.
Objectives: They arc as follows:
(1) To obtain information refated to the performance /7 activity of various NGOs
in their area both in the past and present; (2) To finalize the list of NGOS for
case study; (3) To know about their involvement in the activitics of the NGOs.
Element: Representatives of the population from the arca carmarked by the

NGOs as their Target Area.



Fxtent: Assam
Time: December 2000 to January 2003,

Pilot Testing

Before actually proceeding with case 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 difterent divisions/ departments/ projects/ groups and the ficld
workers. Accordingly necessary modifications were made in the rescarch approach,
content of questions etc. _

Table 2.1 shows the category of clement and. their figure that was considered for the

study purpose.

Table 2.1 Category of Respondents for Primary Data Collection

Category " Number of respondents
Supporting and funding aécnqics 30
Social workers/leading citizens 21
Target segment 176
Top Management 34
Promoters : 6
Ex-officio member 10
Hcads of the units/tcams 34
Staft 47
Worker 64
Training cell personnel 4

The above figures have included all the tcam/unit/department heads of the NGOs, one
to two subordinate and staft members of these teams. At lcast four persons from the
top manz'lgcmc'nl were included in the study. Feedback from at Icast one ex-officio
member was taken. All available promoters were included. All members from training
cell (wherever existed) were considered for study. All the chiels of the funding and
the supporlil.lg agcncics{wcrc intervicwed. Apart from that the persons responsible for
coordinating NGO activitics/projects and training were included. Target Scgment
population was selected on random basis in fllc arca carmarked by the NGOs and in

some cascs based on the names of individuals/familics provided by the NGOs.
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Scope and Limitations of Study
Scope: The scope of this 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. Attempt was made to collect information from the promoters, the oflice
bearers (Secretary, President or Chairman etc.), the NGO members, stafT 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
dynamics, besides knowing about the evolution of the NGO, its mission, goals and
objectives, pianning, organizing, stafiing, lcading and controlling processes, its need
to manage change by appropriately responding to the environment and contribution of
the internal and external members towards this end, the positive and negative forces
influencing the organization, the organizational development/ improvement cxcrcisc’s,
the problem solving methods, relationship with the target segment, taking up activitics

elc.

4, Views of experts in the field of Change Management, OD, Voluntary work

was taken.

5. Emphasis was given to study the different OD cfforts exerted by different

NGOs by going through the secondary information sources.

0. An cxtensive review of literature was conducted to understand the application

of change management and OD in various organizations.
Limitations
I. Though NGOs mecan a varicty of non- governmental organizations, for the

purpose of this research study only those organizations were ¢onsidered which are

voluntary, non — profit oricnted, working towards developmental action.

2. The actual research study (case study) focused on only a selected number of

NGOs and thus it had to omit the rest.
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3. All'parameters of change were not taken into account. It was more from FHuman

Resource Management, Organizational Development perspective.

4. Many cxperts in the arca of rescarch might have existed, but the rescarcher did not
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 rescarcher to take part in different Organizational
Developmental activities of the NGO, due to paucity of time it might not have been

possible to do so.

6. The researcher based on her study to a greater extent on the primary and
sccondary data provided by the members of the NGO. ‘Transparency of these
organizations and the authenticity of the data are important.

7. Most of the literature is concept based rather than application oriented. Literatures
pertaining to application of change management and OD in India are limited and that’

of Assam is absent.
Chapterisation plan

The chapterisation plan is as follows: In the first chapter the conceptual background
s presented. Review of literature at the national, international level and that of real
case studies of NGOs, problem and objectives of this study, research methodology,
scope and lfmitalions, chapterisation plan are included in the second chapter. A
perspective of non-governmental organizations in India, profile of NGOs of World, "
India, North East India and Assam, and a brief profilc of the sample of NGOs arc laid
-down in the third chaptér. The ‘Change Mandgcmcnt Process’ of the successful
NGOs i1s analyzed in the fuur'lh chapter, 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, SWO'T analysis and Force Field analysis of the studied
NGOs. Finally the findings and suggestions are presented in the last chapter i.c. in the
seventh chapter. Tew conceptual models for better management of change are also

. suggested in this chapter.
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Chapter -3

NON GOVERNMENTAL
ORGANIZATIONS: A

PERSPECTIVE




Voluntary initiatives by citizens have existed throughout human society. In different
periods of history and in diffcrent societies, they have taken different forms and
expfcssions. They represent the response of ordinary citizens to improve situations
and living conditions 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 modern manifestation of such iﬁitialives. Their relevance and
contributions arc being increasingly recognized in the society. The work of NGOs in
India has significantly affected government programmes and policies on different
aspects of development in the country. |

Non-governmental Organizations in India

India has a great tradition of voluntary work. The tragedy is lhul.ullcr several decades
of planning their role is yet to be understood. The role of NGOs is changing with
time. Limited effort was made by Government of India up to sixth plan to define the
-role of these agencies. In the seventh five year N:lll, for the first time 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 informal, but without
getting institutionalized. The growth of institutions has been detrimental to voluntary
effort in the villages where flexibility is rcquircd, 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 differen:t from those of the government. Like govemmerﬁ they too
had the basic objectivés of improving the conditi(')ns of the poor and believed in
development with social justice and equalily. The\ government expected from the
NGOs the' generation and experimentation of new ideas, approaches and
devclopmental models. The work of NGOs has significantly affected government
programmes and policies on different aspeéls of development in the country.
Experiments created by these organizations in 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
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the arca of micro-finance or micro-credit is a great feap towards empowering, people
and achieving several objectives. |
But still an area of concern for the NGOs i1s the matter related to financial sccurity.
Much of their l‘unclioniﬁg, depends on availability of funds. When the flow of funds
from the funding agencics stops, they are in crisis. In many cascs they have to
abandon their project or activity for dearth of funds..Only in limited cases they are
able to continue their activity-with cdmmunily support in absence of funds, as socicty
too thinks that the NGOs have been sponsored to carry out the activity. Thus for
sustaining their work under an uncertain donor environment, NGOs are compelled to
access/self- generate the resources for their own survival or for their target segment.
They are unable to focus solely on developmental work as a substantial cffort. Time
and manpower are diverted towards generating money. Those NGOs who have not
been able to do so cither are slruggling for their existence or have dicd out.
Evolution of NGOs in India

India’s complexity as a country lies in its religious, political, cthnic, social and
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 influcnces: one
rooted in indigenous traditions and value systems and the other a product of the
interface between Indian society and the western/ modern world. The history of NGO
scctor in India can, for the sake of convenience, be comprchended in four phases.
These are, (1) the pre-colonial phase (1500 BC to late cighteenth century); (2) the
colonial phase (late eighteenth century to 1947 AD); (3) the post —independence
phase up to the emergency of the 1975; the post emergency phase; and dafier
glébalizalion.' Thesc are discussed below.

Pre-Colonial Phase: Voluntarism has been an integral part of Indian Society. It has
been mentioned in the Rig Veda (an ancient Hindu scripture), which dates back to
1500 BC, that “May the one ‘who give shine most” in ordef to encourage charity.
Simularly, Upuni.(hud.s’- another revered ancient text in Hindu philosophy has enjoined
the prilcliccs of charity on houscholders. The AManu Sambhita constitutes another
important a'ncient 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 responsibility for wellare activities and social service was
largely shared between the state, religion 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. ? - |

Charity inspired by religious beliefs and values continued to remain popular and fairly
widespread in pre-colonial India. The married members of the Dashnami Akhara (a
sect of Hihduism), called 'Gosains were -actively engaged in the field of education,
religion, administration, charity, construction work for public utility, and civil
administration. >

Rcligioug.inslilutions in ancient India (up to 12" century AD) were also actively
engaged in the field of education. There arc accounts of the small residential ashrams
as educational establishments run by a teacher who admitted only a limited number of
select pupils. During medieval period (from 12" Century AD to 16" dentury AD) the
old systems of imparting education continued 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 supponed. 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 BC) provided a new approach to the coneept

of voluntarism and social service. Besides ministering to the spiritual needs of the

- people, the members of the Sungha engaged i 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 claboration of these institutions was
Vihara or monastery. In Jainism (600 BC), there are accounts of religious
organizations of the Sramanas engaged in charitable and welfare activities. Hospitals
arc freely mentioned in Jain literature. During the rule of Mughal dynasty, Muslims
were enjoined to give a fifth ollthcir imcome to the poor members of their community:
Pursis cared for their poor through their Panchayar and a strong tradition of

community service; and the Sikhs through their Gurdwaras.



The foregoing account on the concept and pract“i'cc of voluntarism during the pre-
colonial phase suggest that they were closely influenced by the social and religious
values, which in turn were derived from the contemporary rulers to an extent.
Voluntarism axid social service, during this phase also played an important role in the
sphere of social and cconomic development. They operated in the ficld of education,
medicine, culture, environmental protection, and in situations of crisis such as
droughts, floods, épidcmics, forcign invasions ctc. Social inslitul.ions- and practices
outside the political system, viz. joint family, caste groups, guilds, and religiously
motivated philanthropists, took care of the disadvantaged and the poor.

Architects and artisans also formed guilds which played a prominent part in the life of
the community making wl\lrlhullons to the lvulldmg ol shrincs and lunplu (Walker).
Other organized lorms of DI’L. -mocdern mxl]tulmnx that - possessed  a distinet
organtzational clmmclu were the workmen's cooperatives and poilds called Nisrama

Sangha , Srini, Puga and Nikaya. Each guild had its head or president who was called
Jathaka / Jyesthaka. With the advent of Mughal rule in India, Muslim religious and
social life started setting the rules and conventions with regard to different forms of -
charity and philanthropy, viz. Zakat. The main purpose of Zakat wuas assistance to the
needy, but it was utilized for the maintenance of learned people and lor promotion of
cduculi:on. [t was customary for philanthropists 1o feed the hungry, establish free
kitchen, build roadsidé wells, Piyaos (drinking water bottles), Sarais (inns), Mosques
(which also served as schools). orphanages, hc-)spital.s. bridges cte. The practice of
creating Waafs or lﬁssls;, which primarily took the form of an assignment of land, had
started very carly among Muslims and the expenditures of most plulunthropic
establishment was mct out of the income of Waats. Rulers who wished to provide for
maintenance of scholars of the Khangahs (heads of religions nstitution) or of .S'uji‘
saints assigned revenue- frec land to them.

“Christianity und the colonial rulers brought in the modern notion of voluntarisin and
philanthropy to India. The formal organizational form of voluntarism had its origin in
the phase of Portughesc (from 1500 AD till the end of 16" Century AD) and British
rule. Like Buddhism, Christianity too created an order of monks vowed to chastity
and elimination ol misery in response to the urge among men to dedicate themselves
to the service of God through the service of human beings.

Milestones of Pre-Colonial Phase: Voluntarism was always an integral part o Indian

society. Ancient ‘llindu’ scriptures encouraged charity. Durnng pre-colomal phase
| b3 j
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responsibility for welfare activitics and social service was largely shared between the
state, religion and social organizations. Various acts ol charity and welfare were
conducted by institutions of different religions like Hinduism, Buddhism, Jainism and
Muslims. The Mughal rule in India initiated changes in Muslim religious and social
life by sctting the rules and conventions with regard IG different forms of charity and
philanthropy. Voluntarism and social service during the pre-colonial phase played an
important role in the sphere of socio-economic development. In the later years
Christianity and the colonial rulers brought o India the modern and western notion of
voluntarism andrphilanthropy. Thus colonial phasc nflmlilbstcd new characteristics of
voluntarism in [ndia.

Colonial Phase: Development of the non-profit sector during the colonial plh:lsc
(during late eighteen-century), is closely linked with the social reform and freedom
movement. At the same time the British colonial administration also supported some
rchigions and private orgunixulions engaged in providing social services. The carly
- nincteen-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 dirccted-at cleansing Hindu religion of what they perecived to be
its shortcomings.The activities in the no'n-broﬁt arena during late nineteenth century
and carly twenty-century were shaded with nationalist sentuments. Many of” these
institutions were cngaged 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 tollowing sections deals with the changing nature and role of non- profit
associations during the colonial phase.

Christian Missionaries and Indigenions Reform Movements: The English cducated
upper middle class, especially in Bengal and western India, were the first to be
inﬂucnced by the new idcas. They started building groups and associations, and
initiated a process of collective reflection and action on the pmblcms of Indian
society. This marked the beginning of indigénous non -prolit organizations engaged in
social reform and change ortented activities in the modern period. At the same time
- ctlorts-by Christian l;lissi()llill‘ics in the field of education and health care constituted
another form ol non -profit organization inlcrvcnliun.‘ Many contemporary social
reform movements were influenced aﬁd inspired by the efforts made by missionarics

and initiated a wide range of social activitics. The case of Ramakrishna Mission, for
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cxample, illustrates a pioneer effort, which carried out a widc range of aclions\ranging
from providing scrvice to the poor to meet developmental needs ot the people. '
The spirit of reform beginning with the efforts of Raju Rammohan Roy in Bengal
embraced almost the whole of India. Apart from the Brahmo Samaj, which had
branches in several parts of the country, the paramhansa Manduli 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 of justice Mahadev Govind Ranade 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 Sumaj was established in the year
1887 by Dev Atma. Scveral other regional and caste based movements came into fray
in different parts of the country. The Almediya and Aligsarh movements, the Singh
Sabha, and the Rehnumai Mazdeyasan Sabha represented the sprit of reform among,
the Muslims, Sikhs and Parsces respectively. In Maharastra, even the backward
castes were actively engaged in social reform activities. One of the most remarkable
* social reformers of the 19" century in the region was Mahatma Jyoti Rao Phule who
founded the Sutya Shodhak Sumaj in 1873, He worked towards education for children,
- widow remarriages, orphans cte. He fought for the rights, cquity and justice of the
oppressed. Several other organizations and individuals like  Narayan Dharma
Paripalak Sabha, Bombay Education Society, the DL’[)I_‘(;"S'.S’(?d Class Misssion Society,
Dr. B. R. Ambedkar etc. endeavoured towards education of the backward class . *

In the 1880°s, Arya Samaj made spectacular advances particularly in North India
-under the leadership of Swami Dayanand. 1t was able to gain the loyalty of reform —
minded cducated young men ol Northern India. The membership of this organization
increased tremendously by 1920s. It established a network of educational institutions
all over the India. Another noteworthy non -profit institution established during early
20" Century was Rddhasoami Satsang Sabha. 1t established and managed educational
institutions and social welfare associations, ayurvedic. homcopathic and unani
dispensarics.

Southern India also witnessed the emergence of a variety ol social reform: groups,
caste-based associations, and institutions initiated by women. Virasalingam of the
Telegu speaking province founded the Rajahmundri Social Reform association in

1878 to promotc widow remarriage as its principal objective. KN, Natarajan started
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the influential journal Mndian Social Reformer in 1890 in Madras. Allicd to the
journal, a Hindhu social Reform Agsociution' was also started by the young Madras
Party. For the first time an citempt was made to taunch an all- India social reform
movement when Justice Govind Ranade organized a National Social Conference. In
Andhra Pracdesh, the dominant caste of Reddy and Kammas formed their own caste
associations. One of the carly activitics of these associations W;«lS‘ establishing
educational institutions for village youths. In the year 1902, Bundaru Acchamba
started the Brindavan Stree Samajam (2 women association) in Andhra Pradesh. In
1903 she traveled all over the state, setting up similar women’s organizations. She
worked for the cause of women and childmn. In 1923, Durgabai Deshmukh started
the Balika Hindi Pathsala at Kakinanda in Andhra Pradesh. The basic aim was o
promote learning of Hindi. During 1940-42 she organized Andhra Mahila Sabha. It
provided cducation to the destitute and widows, and o bring socio-cconomic
development. During 1930°s summer schools on cconomics and  politics 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 Samity was born in Tezpur, Assam.
Kironmoyee Agarwala was made the President and Chandraprabha Saikiani the
Sceretary of this organization. The main objective was to bring about development of
‘women. In 1926 Chandraprabha Saikiani formed Assam Pradeshik Mahila  Samity
~and endevoured to bring all Mahila Samities of Assam under  onc umbrella. In
Kerala, Karshaka Sanghams  (pcasant associalions)‘ were set up. The main forms of
peasant mobilization were formation of village units of the organization and holding
of conference and meetings. They organized a powerful campaign around the demand
for amending the Malabar T'enancy Act of 1929.

Faced with the challéngc of the intrusion of colonial culture and ideoloéy, an attempt
was also made during the nincteenth century to reinvigorate traditional institutions,
and to realize the potential of traditional culture. Such tendencies resulted into ideas
and activitics of the movements taking on a conservative and a revivalist character,

which formed an integral element in the formation of national consciousness.
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Upsurge of the nationalist movément: Along side the social reform movements, the
national movement in the nineteenth century led by eminent persons like Dadabhai
Naroji, Sir Pherozeshah Mechta, deal Krishna Gokhale and R.C. Dutt developed an
objec'tive critique of colonialism. The /ndian National Congress formed in 1885 was
“one of the forums tﬁrough 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 Céngress the politically conscious Indians
voiced against foreign role. From1885 101946, 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 time (emerged in
1870°s). This press was also the chief instrument for carrying ont the task of arousing
training, mobilizing and consolidating nationalist public opimion. 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
éntcrpriscs, nor were the editors and journalists professionals. They were published as
a form of national or public service.

Many English educated Indian clitcs made considerable personal sacrifices by taking
part in the social reform and nationals movements. 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, after the government reduced aid to higher
cducation following the Hunler Commisston (1882).  ‘The first mass movement
against British rule was the Swadeshi (or indigenous) movement in Bengal launched
as a protest against Lord Curzon’s decision to partition Bengal on communal lines in
the year 1905. A vital aspect of the Swadeshi movement was the great emphasis
placed on self-reliance or Atmasakti as a necessary part ol the struggle aguainst the
government. Voluntary organizations proliferated in Swadeshi Bengal in bewildering
number and variety. They organized cflorts to promote sell’ =help in cconomic and
social life. In 1905 the three leéding organizations of this type were the British Indian
Association, the Bengal land lords ™ Association and the Indian Association. One of
the major impacts of the Swadeshi .movemcm was national education. In this context

the examples are Rabindransth’s Shantiniketan, Aurobindo Ghosh's Bengal National

87



College cte. In August 1906, the National Council Q/‘ Education was cstablished
consisting of many distinguished persons in the country. $
Gundhian eru of the non- profit activities @ In the nationalist politics of the pre-Gandhi
" 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 for 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, striving towards eradication of untouchability, emancipation
of women, promotion of communal hormony and upliftment of impoverished maéscs
through the means of” khadi or hand woven cotton cloth. In the year 1925, the All
India Spinners association or Charkha Sangh was inaugurated at Patna. By 1934,
Gandhi decided to resign from the primary membcership of the Congress and throw
| himself into the revival of development and constructive activities. Apart from
spinning, he emphasized the development of village industries. The All India Village
Industrics Association was sct up for this purposc in 1934. Gandhi sct up his new
ashram at Sewagram in Wardha, where he was assisted by activists like Miraben,
Vinoba Bhave, Mahadev Desai and Pyarclal, who remained actively cnlgagcd in
constructive work in the nearby villages. In the late 1930s Gandhi worked out the
scheme of basic education with a view to build an education system to which the poor
could have access. The Gandhian phase of the national movement facilitated the
cmcrgcncc of a vibrant and a dynamic women movement. In 1917 Annic Besant
founded the Women India Association at Adyar in Madras. Its main aim was to help
Indian women realize that the future of India lay in their hands. ®
The strength of non-profit sector in India weakened after independence as those who
worked in the non profit sector before independence came to form the government.
Since the urgent and immediate priority,o.f the new government was economic
development, the issues like literacy, health, social welfare and sanitation etc. suflered
during the process. _
Milestones of Colonial Phase: Non-profit sector during this phase were related to
social reform and freedom movement. Several ]cadcrs inspired people to join these
movements. The educated English upper class started forming associations to act on

the problems of Indian socicty. The emergence of Christian missionarics 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 members got involved in the

formation of the government.

P0st; indepcndencé phase till 1975: Independence of the ‘country marked a new

phase in the evolution of non-profit 6rganizalions. Independence gencrated great

hopes and expectations among all sections of the people. The constitution of India

‘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 profit 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 iﬁdustries, Viswa Bharati University, Shantiniketun

_established by Nobel. Laurcate Rabindranath Tagore, the Jamia Milia  Islamia

. (University), New Dclhi. The state took the responsibility for new arcas in the social

and cultural ficld that otherwise would have been suitable formon-government action.

New organizations were created and controlled by the state in these areas. Some of
them are the Central Social Welfare Board, Sangeet Natak Akademi (for performing

arts), Lalit Kala Akademi (for plastic arts), National School of Dra.ma. Film and

Television Institute etc. Institutions like Nehru Yuvak Kendra and Indian Council of
Cultural Relations were set up to involve youth in lhé'dcvclopmcnl activitics and lo.
promote cultural exchange with forcign countries respectively. Several all-lndia level

voluntary organizations like Kasturba Gandhi Memorial National Trust, Indian

Council of Child Welfare, Indian Council of Social Welfare, Youth Hostels

Association, and Association of Social Health, ete. became active with funding from ’
the statc. Activities of some older nonprofit organizations like that of the Christian

missionarics, Rama Krishna Mission, Arya Samaj ctc. continucd, which were

involved in providing services related to education, health, relief to the poor, tribal

population and the victims of fnétura'l calamities. Many committed  Gandhians

continued the tradition of constructive work all over the country through G\andhian

organizations like Survoduyu societies and Gdndhi Ashrams. Voluntary or. nonprofit

work ih the early years of indebendence was largely organized through these channels

and through cducational institutes that were of two ‘kinds. the Gandhian Institutions

like Gujarat Vidya peet {Gujrat} and Gandhigram Rural institute (Tamil Nadu) and

the Western- influenced ones like Tata Institute of Social Sciences (TISS) and SNDT
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University (Bombay, Maharastra), ljclhi School of Social Work, Baroda School ol
Social work cte. - ‘ |

‘With the independence; the press that had been carlier aligned with the national
movement éradually moved vaway from their role as a mouthpiece of nationalist
sentiments into purveyors of news and vicws on national and international affairs. The
press on the other hand, created its own associations and 0rgzmimli8‘ns to protect Hs
interests. Prominent among these ware the Press council, All India Newspaper editors
Conference, Editors Guild, Indian Federation of Working Journalists, National Union
of Journalists, Indian and [:fastern Newspaper Society elc.

By mid seventies the powerful state system erected after indcpendence came under
attack. There was general dissatis‘faction with the results of development. In the year
1975, a state of emergency wés clamped by the Government. In 1977, the newly -
formed Janata Party replaced the Congress Government,

Milestones ()f postindependence Phase: Independence and - formation of the
government curtailed the scope of NGO’s activities as. the latter took up the
responsibility to carry out many éf 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 arca of health, education and poverty alleviation. In the mid
“seventics the then government of India came under attack as people were dissatistied
with the results of development. A state of emergency was declared in 1975: At the
end of this phase Janata Party resumed its government at the centre.

The Post-Emergency Phase: Though bricf, the Janata 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 ficlds
like development, education and literacy, health, environment, civil liberties etc. with
a strong emphasis on the poor, dé_prived and weaker sections of the society. In this
period emerged the ‘people’s movements on-various iséucs. e.g. abolition of bonded
labour and child labour and on cnvirox-lmental issues (Chipko, opposilidn to Silent
valley project and later in the eighties agamst large dams especially Narmada and
‘I'chri). Many c,duc.alud urban youth, who lmd taken part in the Naxalite movement or
struggle against emergency or other people’s movements of that time, became

actively involved in the new breed of voluntary agencies.
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The flow of forcign funds to the non profit sector increased manifold towards the end
of the seventies. Foreign Contribution Regulation Act (FCRA) was chicted in 1976,
In the past‘there were a few fund giver organizations like that Ford l'oundulio.n, Oxfam
etc. which had been operating from the country. In the post emergency period a large
number of such funding agencies established their base office in the country and their
number continued to grow.

During the eighties, the Government also started direct funding to the non-profit
sector. People’s Action for Development India (I’ADI‘). was sct up to channelise
forcign fund received for the non-profit sector. Later iiAl)l, was amalgamated with the
Council for Advancement of Rural Technology (CART), which came to be known later
as Council for Advancement of People’s Action and Rural Technology (CAPART). By
the end of the cightics, non profit organizations were increasingly ;..«;sg»ci;uuq with the
government in the implementation of many developmental programmes.

Milestones of post emergency Phase: The csmhlishlncnl.uf‘ the new government saw
. the upsurge of the NGOQ and the emergence of people’s movements on various
issues: This' phase also saw the increased ﬂdw of I'oréign funds to India for
development. Government set up organizations to channelise foreign fund. By the end
of eighties NGOs became partners with the government in the implementation of
various developmental programmes. .
Globalization and Non Governmental Organizations in India: During the decade
of 1990s the non-govemmental' sector (non-profit sector) in India developed along
many new directions simultaneously. Its activiiies emerged from development action
at the grassroots level to policy advocacy at the national und/lhc international levels,
mobilizing the poor and exploited people for 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 nian)"parts of the country while in others they are still in
their infancy.

The decade of the nineties had brouglit to the fore another development of
considerable significance to this sector. 1t is the fiscal crisis ol the state on one hand
and the cconomic opportun‘itics available in the liberalization and globalization world
on the other. The continuing fiscal érisis meant reduced availability of resources for

investiment in development projects and programmes. The government decided to
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invite privutéﬁnveshnent, including foreign investment and loans from multilateral
and biléteral Agencies like the World Bank, Asian Development Bank, European
Commission, UNDP, UNICLI, USAID, DFID ectc. for project ussistqllcc in diverse
ficlds like education, health, family planning, watcershed  management, forestry,
drinking water supply cte. In most of these projects the funding agency insisted on
involvement of ‘NGO either in mobilizing people’s participation” and support or in
actual implementation. ’ _

Milestones of globalization and NGOs in India; During the decades of 90°s NGO
sector in India involved itself in manifold activities. Globalization brought forth
foreign private investment émd fuxiding from foreign agencies who wanted the
‘involvement OI’NGOS in project implementation. |

In India in a given geographical arca, the choices of non-profit organizations capable
Cof working in development project in quite limited. Organizations often change their
‘.‘pr'i()rilics according to the availability of project work. There arise doubts about the
commitment of this sector as a whole to their programme areas.

NGO Profile at a glance

®
A genceral ovcrvfjcw of NGOs in the World, India, North fast India and Assam is
presented below so as to give an'idea of this sector in different regions. This also
includes the various activities that the NGOs are involved with in different arcas.
World I’crspcc(ivlc
O.vcr the past several decades, NGOs have become major players in the ficld of
international dcvclopmcnl.‘ Since the mid-1970s, the NGO sector i both developed
and developing countries has experienced exponential growth. From 1970 to 1985
total dcvclbpmcnt aid disbursed by international AN(}()S increased ten-fold. In 1992
inlcrnuliomﬂ NGOs channcled over $7.6 billion of aid to developing countries. It is
now estimated that over 15 percent of total overseas development aid is channceled
through NGOs. While statistics about global numbers of NGOs are nmorilous‘ly
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 NGOs. While the real number of NGOs in the world is likely
to be several millions; it is difficult to obtain a comprehensive and exhaustive data

- regarding the actual figure of NGOs in the world. Nevertheless, the rescarcher has



attempted here to present the data related to authentic number of NGOs gathered from

several sources for this purpose,

Table 3.1: Number of NGOs enlisted ih different directories.

Dircctory/source, . No. of enlisted NGOs

of world

Dircctory of development organizations (go 2 wo)g 43,500

Union of International association’ 40,000
Idealist-action without borders'" 126,000
United Nations'' 11,407
Taking it Global'’t 5.838

WANGO  (World  Association. of non-| 5,000
governmental organizations)"

Charity Net'™ . ' 3.500
lntcrnatiaﬁz}l’l)i:vblopménl Studies Network ' 1.500
Duke lJl]i,vcrsit)/_._!j_q{ki‘l)g_l.ih_rz!.ry_lj'r o 485
(.'oup*c_rulig_l}fl_.q_n_)pg.ru(i(_)p” - ,‘ 410
"UNCIIS (United Nations  Centre  of Human 254 (NGOs
Scttlement)'® working for
E , human rights)
WHO (World Health Organization)"” 193 (having
olticial relations  with
WHO)

In Table 3.1, number of NGOs associated with different developmental agencies and
or listed in (}iﬂ'crcnt.dircctorics is presented. NGOs associated with UNCHS are
working for human rights and those with WHO are having official relations in health’
. related programmes worldwide. The remaining number of NGOs mentioned in the
table is listed in the above mentioned dircctories. Good number of NGOs s listed in
the directorics- go 2 wo, Union of International Association, Idealist- action without

borders.

The directory ‘Taking It Global’®’ gives an overview of the figure of NGOs by
continent and the different activities they are involved with in each continent. This is

summarized below in the table 3.2.

93



Table 3.2 Number of NGOs in Different Continents and Arecas of Work

Continent

No. of

1NGOs

Activitics

Asia

1,047

| education, biodiversity, child labour, children and

| commerce, ¢-  governance  and  democracy,

sustainable  development, travel  and  migration,

youth, chronic and communicable discases, conflict

resolution, cultural diversity, diversity in media, ¢-

employment, environment, cthnicity and  race.
tundraising,  health, HIV/AIDS, homelessness,
hunger and famine, leadership, music, peace,
conflict, poverty, religion and spirituality, science

and  technology,  social  justice,  human - riphts,

voluntarism, water, women’s rights, youth rights,

business and entreprencurship.

Africa

1,413

Apart from the aforementioned activities, the other
activities are crime prevention, fitness and nutrition,

racism and tolerance.

Middle  East
and North
Africa-

206

Same as Asia

North America

1,744

In addition to above, fitness and nutrition, gay.

[esbian and bisexual rights.

South America

219

Business and cnlrcprcnéursl;ip, children and myouih.
cultural diversity and equity, education. cmployment,
leadership, digital opportunities, peace and contlict,
poverty, social juslice, human rights, voluntarism,

youth and media.

Central
America

49

Same as above

Carribean

71

Similar to Asia

fiurope

1.192

In addition to that of Asia they are involved in
activities related o gays lesbian and bisexual rights,

naturc and wild life, racism and tolerance.
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Australia  and

131 In addition to that of Asia, the 'NGOs here are

New Zealand involved in’ 'activiligs rclated to  chronic and

. gonnnunicublc discases,  contlict rcsolu‘liun‘ - e-
commerce, e-governance, women and youth rigl'lis.

Pacific Islands 31 Arts, business and entrepreneurship, children and

Justice,  human  rights,  fitness  and  nutrition,

yduth, cultural diversity and equity, education,

employment, environment, peace and conflict, social

sustainable development, religion and spirituality and

youth rights.

Indian Perspective

India is onc of the oldest civitizations in the world with a rich cultural heritage. It is

the scventh largest country in the world. India comprises of twenty-eight states and

seven union territories. India is the home of pecople belonging to different religions,

tribes and communities spéaking different languages. Some of the important Indian

languages arc-

Hindi, Sanskrit, Punjabi, Marathi, Bengali, Gujrati, Tamil, Telegu, Malayalam,

Assamese, Bhojpuri, Konkani, Kashmiri, Himachali, Ladakhi, Kannada, Bhutia,

Nepali, Kumaoni, Rajasthani, Bodo, Karbi, Mizo, Manipuri, Khasi, Naga, Kuki, Garo,

Adi, Nyishi, Apatani, Monpa, Sikkimese, Nicobarese etc. .
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Fig 3.1 Map of India

As India is a large and diverse country which is comprised of regions 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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govcrnm.cnl cncmir’ugcd the formation of certain autonomous ()rgmlizulions,' which
were not under its control, with an objective to work for the. development of people.
Accofdingly, National- ,Con;mission for Women was formed for redressal of
grievances of women. Rashtriya Mahila Kosh was established to facilitate credit
support to poor women for their socio-cconomic uplifiment. National Institute of
Public Cooperation and Child Development was set up to develop and promote
voluntary action in social dcvélopmenl with a special focus on development of child
and women. The growth of Central Social Welfare Board is synonymous with the
development of voluntary 'sector in India. It included the SOCI0-cConomic programmes
for the poor/rural 'wome'r_),A education, vocational training, awareness generation,
ch\ildren home, creches, and hostels for working women etc. In the year 1954, State
Social Welfare Boards were created by it Allocation to this department was increased
from Rs. 13,780 C‘rorc during the tenth plan from an actual expenditure of Rs.
6.248.53 Crore during the tenth plan. Khadi and Village Industrics Corporation
(KVIC) was set up to extend support to the handloom industries. Council for
Advancement of Pcople’s Action and Rural Technology was created with‘(hc sole
purpose of funding NGOs engaged in4 Rural Development. Later the ministries
looking after Rural Development, education, health, environment, women and child
welfare and science and technology followed the suit of shouldering developmental
activitics. Present day Indian NGOs are working in the arca of poverty alleviation,
training and capacity building, education and literacy, income generation, women and
child development, human rights, health and nutrition, rc]icf.and rehabilitation, legall
- aid, consultation, research and publication. 2" '

There is no authentic study and a comprehensive-database regarding the size of NGOs
in India. Sinée India does not have a centralized registration system, d,ala 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 figures mentioned
by different authors and directories. The information related to the number of NGOs
existing in India revealed by various lilératurcs. authors and dircc(oriés have been

presented in table 3.3
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Table 3.3 Number of NGOs in India from Multiple Sources

Source

No. of NGOs

Paul Strecten 22

2-3" million registered  organizations in - India
including ‘Mahila Mandals’, youth clubs, arts and

sports clubs, radio clubs, fan association etc

PRIA study®

0.5 million registered NGOs (roughly for seven

. states)

Dantwala et al*

between 50.000 and 10, 00.000

PRIA  compilation of various | 25. 000 active NGOs

directories” ‘ |

Rajshckhar™® 1 20,000 NGOs have been registered under FCRA in
_ 2004, '

Home Ministry under the Forcign | 18,000

Contribution Regulation /\ct\27

S S T, IR
Planning Commuission.

15.445 6,467

Shah et al (1997)% 14,000 NGOs were registered under the FCRA, -
Ministry of Rural Development™ 6,467 '

Ministry of Social Justice and | 2,944

Empowcrmcnl}'

CAF (Charitics Aid Foundation) | 2.350

dircclory.32 ‘ "

Ministry  of l-luman- Resource | 2.074

Development™ |

Janmanch direct;)ry34 1.350

Ministry of Health and Family [ 1,038

Welfare® | ‘

Ministry of Environment and ‘6749

‘Forcslj6 :

Ministry of  Youth Aflairs and | 589 - o
Sports37 _ | '

Ministry of Labour™® 114
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In Table 3.3 number of NGOs working in India as mentioned by ditferent sources is
presented. The nli)vrcmcn‘tioncd.snurccs reveal vaniation in the number of NGOs
registered. Among various studies conducted by rescarchers, Paul Streeten, l’kl/\ and
Dantwala ctc. identified good nhmbcf of NGOs'rAegistcrcd for working in India.
According to plan’nging commission more than 15 crores are working for the purpose.
It is also understood that good nurﬁbe:r of NGOs registered for 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 Health and Family Welfare (1,038), ministry of Env‘ironmcnt and Forest (649),
ministry of Youth Affairs and Sports (589) and ministry of Labour (1 14). It may be
concluded that different set of NGOs are registerea under different developmental
agencies for invn,lviﬁg in the developmental process.

Great personalities involved: Some great personalitics who were/are deeply involved
~in the voluntary activitics in India .urc Mahatma Gandhi, AV “Thakkar, Vinobha
Bhave, Guara Devi, Chameli Prasad Bhatt, Sunderlal Bahuguna, Dr. S.S.Kalbag,
Mother Teresa, Medha Patkar, Baba Amte, Manibhat Desai, Dr. Mihir. Shah, Rajendra
Singh, Indu Parikh, Saraswathi Parikh, Jamnalal Bajaj etc. to name a few. Apart from
these personalities the christian missionaries, Ramakrishna mission, Vivekananda
mission, Sisters of Charity etc: are deeply involved in developmental work.
Registration of NGOs: In India NGOs can be registered via more than one legal
_route. The most common is the Socicties Registration Act, 1860. Some state
governments have framed their own rules regarding registration of NGOs. Thus,
registration of NGOs can be done cither at the state level that is in the main office of
the Registrar of Societies and its local offices, or at the district level in the district
magistrate’s office. NGOs willing to receive foreign finds must register their names
under the Foreign Contribution _chulutidn Act (FCRA), under Ministry ol home

affairs.
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Number of Registered Associations under FCRA (year-wise)
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Fig. 3.2 Number of registered associations under FCRA
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 reflected

by the data.*

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.

1. 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 of foreign fund is World Vision of India, 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).*’

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.nic.in/fcra htm
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Fig. 3.3 Amount of foreign 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 of ten years the foreign contribution has increased by 270.60%."’

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.

Number of NGOs Registered under
| Income tax Act,1961 (till year 2000)

O Registered

10% 4%

O Not responded

O Applied for
Registration |

Fig. 3.4 Number of NGOs 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.*?
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NGOs inspired by Religions

0,
5% 11% o Hindu

v @ Christian
J 52% O Muslim
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Fig. 3.5 NGOs Inspired by 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.*

No. of of NGOs based on Number of

J beneficiaries
O Less than 1000
O, O,
155 iy 1000-5000

9%
O 5000-10000
O 10000-20000

12%

32% B more than 20000

O No response

11%

Fig. 3.6 Number of NGOs Based on Number of Beneficiaries
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 of NGOs also work for less than 1,000
number of NGOs.*

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 rcgi.on has its own distinctivencess in respect off
its population component and cultural pattern. The region is constituted of seven
'stalcs,y though sometimes an cighth one, Sikkim is added to the list recently. The states
and its population in the year 2001 is shown in table 3.5%.

Table 3.5 Population of the North East Indian (N.E.I)States

States Population (as in 2001)
Arunachal Pradesh : 1,091,117

Assam 26.638,407

Manipur ' 4 : | 2,388,634

Mecghalaya - T 2,306,069

Mizoram - ‘ : 891,058 Y

Nagaland CLORKR.O0 -

Sikkim - : 5.39.000

Tripura IR

Source: hitp//www.mha.nic.in/fera.htm

So'me of the important communities of this region are the Assamese, Karbi, Bodo,
Dimasa, Mishing, Bengali, Adivasi. Nepali, Bhutia, Monpa, Adi. Tangsa, Nocte,
Nyishi, Mizo, Manipuri, Apatani, Khasi, Garo, Jaintia, Lusai. Naga, Tripuri etc.
‘Areas of work: The NGOs in this region work in the arca of health, wild life, women
and child development, income gencration, micro-ﬁnancc,ncducmion/litcmcy. gender
cquality, human rights, advbcacy etc. Most of the NGOs work at the grass root‘s level
though there are certain NGOs which also support other NGOs. Some of them are,
North East Network, Rashtriya Gramin Vikas Nidhi, Voluntary tHealth Association of
Assam, Indo German Social Service Society, World Wildlife Fund, National Institute
of Public Cooperation and Child Development to name a few.
As Assam is an impoitant paft of the north cast, 1t 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 rescarcher has presented. below
the figures of authentic NGOs of different states of this region as mentioned in the
-~ two directories,'namely the North East development financial corporation (NEDFi)
and Rashtriya Gramin Vikas Nidhi (RGVN). The NGOs mentioned in their lists are
’ supported by them. : ‘ |
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Table 3.6 Number of NGOs in North East India

States of the N.E. India NEDFi Dircctory RGVN Directory
Assam | 161 ' 261

Arunachal Pradesh | 8 10

Manipur \ 21 41

Meghalaya |17 T T T T s

“Mizoram ‘ 1w - T
N';xgaland 22 47

“Tripura ‘ ' 12 — 49

Total : 251 454

Table 3.6 explains the number of NGOs from the North East India registered under
North Eastern Developmental Financial Corporation (Nedfi) and Rashtriya Gramin
Vikas Nidhi (RGVN). It is learnt thét relatively more number of NGOs arc working in
Assam compared with other states of North East. It is also noticed that more number

of NGOs are registered under RGVN than" under Nedfi. It is also observed that

according to RGVN Tripura, Nagaland, Manipur and Meghalaya have relatively more

number of NGOs working for developmental purpos‘c. '

‘Problems: As the region has locational disadvantage, it is nmnil'csicd by lot of

. problems. Many places are so remotc that it is untouched by rcgular 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 problems faced
by their counterparts in other parts of the country, the NGOs of this region also have

some unique difficulties. In rhany cases their people have to work under inhospitable

condition without having any conncctivity with the outside world and under constant

threat of the terrorist outfits. Only limited numbers of NGOs are aware of modern

upp‘r(mchc's of work. They also face the paucity of cfficient people and leader for this

kind of work. There are many NGOs which are not authentic. There is

misappropriation of funds by such NGOs. This creates a susbiciun in the minds of the

funding agencies and the society in general. This makes the genuine NGQO’s work
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.;(Tlni“i.:‘ﬁcult. Most of the NGOs are faced with problems related to availability of funds.
In absence of funds their efforts are focused on generation funds.
As mentioned previously uvqi]abili'ly' of funds is a nuljor»problcn'l for many NGOs
4 specially those who are located in the rural éreas. Many of them are not aware of the
sources of funds and the way of obtaining them. The number of associations from
different states of thé‘region and the amount of foreign contribution in the year 2002-

2003 are shown in the table 3.7.

r

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)

Assain 186 | 37.61

‘Meghalaya 102 3141

Nagaland 156 : 14.25

Manipur 217 ’ 14.20

Tripura  / 19 N 4.5 N

Mizoram | 14 ' IRRIE

Arunachal Pradesh 14 .90

Source: hutp:/mhianic.in Tera annual summar -2002-2003 pdf

As shown in the table 3.7, apart from Assam, Meghalaya, Manipur and Nagaland the
number of NGOs registered under FCRA a;nd the amount of foreign contribution
received is not praiécwoﬂhy in other states. In case of Mizoram and Arunachal
\Pradesh it is negligible. Thus there is an immense scope for improvement in this

‘dspect that wouid help to solve the funding related problems of the NGOs of this

region.
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Assam Perspective

Some of the available directories and the number 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
CAPART (Centre for Appropriate Technology) list 108
—Mllltsl_r&“()fl{ural l)(:vqupm’cnl ' 84
VHA (Voluntary Health Association) 77
DAINET directory ' ' 39
CAIF(Charity aid Foundation India) - ‘ : 33
[IBM (Indian Institute of Bank Management) 27 .
Ministry of Human Resource Development 110
Ministry of Social Justice & Empowenﬁent 445
Ministry of Health and Family Welfare , 4
Ministry of Environment & Forest 11
Ministry of Youth aftairs & Sports 9
Ministry of.. Labour 3
Ministry of Textiles . ,- 24
Ministry of Science & Technology L I

Table 3.8 presents number of NGOs .fro'm Assam registered as well as listed u_xidcr
different agencies. Different critcria arc used by different agencics for registering the
NGOs. Nedfi,, RGVN, Centre for Appropriate Rural Technology (CAPART).
Voluntary Health Association of Assam (VHAA), Indian Institute of Bank
Management (IIBM) register NGOs that are supported by them. Whereas Centre for
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 of Human Resource Development and Ministry of Rural Development.
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The district-wise figure of NGOs as mentioned in different directorics is presented

below.
Table 3.9 Number of NGOs in Assa;n - Districtwise

District ‘ CAPART NEDFI VHA [IBM | CEE RGVN
Bongaigaon — - 2 A I 8 2
Barpeta T 9 4 5 23 7
Cachar 2 6 3 ——-- 6 15

- Darrang 3 4 4 2 10 13
Dhemaji 9 | 4 3 - 2 ]
Dhuburi . 1 | 4 4 ——— 9 2
Dibrugarh ———— 3 - —len 1 9
Goalpara ---- 2 - ——-- ) 2
Golaghat |3 2 2 1 6
Hailakandi | 1 5 2 - 2 7

'| Jorhat 2 5 1 ---- 2 16
Kamrup | 24 52 T 9 185 65
Karbialong | ---- 8 - - 1 3
Karimganj |2 4 1 . 6 6 |
Kokrajhar - 2 - - 2 9

| Lakhimpur | 10 9 8 4 e 9
Marigaon _ | 5 7 T3 2 6 ~ 16
Nagaon 9 4 0 — 8 3
Nalbari 21 16 9 5 I 18 .

I N.CHills | - ! - 8
Sibsag:ir = 2 4 -e- - 35
Sonitpur- 1 10 6 - 14 9
Ttnsukia - 1 3 — 3 5
BAC 2

Source: above mentioned directorics

In the Table 3.9 number of NGOs working and registercd

under various

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, whercas [IBM has sclected

109




few districts to support the NGOs working for development. Relatively CAPART
supported more number of NGOs 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

Inspiration (in India
0O Gandhian Thought

@= J P Movement
O Marxist deology
49% O Religion

m|m Both Gandhian and JP

3 Not influenced by any
thought

Fig 3.8 No. of NGOs Based on Source of Inspiration (in India)

No. of NGOs Based on Source of Inspiration (in Assam)

38%
49%

O,
0% 1 3"2)/0

Fig 3.9 No. of NGOs Based on Source of Inspiration (in Assam)

A study of 802 Indian NGOs revealed that 33.8% (271 NGOs) of them 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 of NGOs (394 or 49%) are not influenced by
any particular thought.’

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)

O Urban

= Rural

50% O Both Urban and Rural
O NA.

46%

Fig 3.10 No. of NGOs Based on Geographical Area (in India)

No. of NGOs Based on Geographical
Area of Operations (in Assam)

0O Urban

Rural

0O Both Urban and Rural
O NA.

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%).* Whereas in Assam this research study has revealed that a
maximum number of NGOs (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 Number of Functional Areas

[ (in India) (‘ m Monofunctional
|

|

2% |
10% m Bi functional 1 ‘

O Tri functional ‘
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]|
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3 More than five

26%
o functions ‘

Fig 3.12 NGOs Based on Functional Areas (in India)
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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
of NGOs are involved in work in more than five areas.*” 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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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 3.14°" 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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Fig 3.16 No. of Paid Employees in the Studied NGOs

It is observed from figure 3.16 that amongst all the NGOs 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 of the organizations is presented in table 3.10.
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Table 3.10 Brief Profile ofthé Studied NGOs

Shanti Sadhana | Bosco Reach | Gyan Vigyan | Sipajhar
NGOs> Ashram [ $5A) | Out ( »r0) | Samiti Assam | Diamond
Dimensionsy - (Gvsa) Club and
) ommunity Centke
a. Year  -of | 1982 1983 1990 Yo
establishment
b. Origin/inspiration | Vinoba Zeal of the | Illiteracy in the | Originally
' ‘ , . L . the NGO was
Bhave/Gandhi- | Christian society and the | .- .
formed from
an ideology missionary success of | the
. inspiration
towards literacy piratiol
drawn  from
development. | campaign  of | football
‘p , ame.
Ernakulum &
(in the state
Kerala).
c. Arca of operation Assam, Uttar | Assam  and | Assam Darrang
: Meghalaya .y
Pradesh and ghatay district  of
West Bengal. Assam.
d. Main goal To bring | To  achieve | Eradicating Community
' . illitecracy  and | development
development of | integrated o y pix
. - bringing
the socicty | development | development
' through
through through &
. cmpowerment.
development  of | empowerment |-
the individuals in | of pcbplc.
the socicety.
e. Activities health, Income education Community
: gencration, including development.
education, : oo
: integrated publication, sports,
community human cmpowenment music,

| deveiopment development, | of the target | health,

, P ) cducation, scgmentand | micro-
income health, meome finance.
seneration women generation farming,

& o development, | through micro- 1y, 0 ete.

socio-legal
issues. micro-
credit,

training etc.

finance.




f. Number of | Four hundred | One hundred | Three hundred. | Twenty-
employees and fifty and ninety | and forty onc. ‘ three.
' five
g. Target scgment ‘Poor rural people | Poor rural | Poor The rural
in its’ area of F\C:ZELC] a:df uneducated poor women
operation Meghalaya people/children | and youth of |
{ Darrang
District.

NGOs=

Voluntary Health

Tezpur District

Kasturba -

Indian Council

particular.

Association of | Mahila Samiti | Gandhi Nd‘:ibond(. of Child

Dimensions Assam (v HAA) (TP mg) Memorial Trust | Welfare

' ' : (Assam) (KGNHD| (Assim) (eew)
la. | Year of]| 1989 1921 1946 1968
establishment

b. Poor health | Mahatma Kasturba Gandhi | Absence of

Origin/inspiratio . Gandhi -

n awareness in the orgamzalions
society. working  solely

for children.

c. Area of Assam Sonitpur Assam, Assam

operation District, and | Meghalaya and

parts of | Arunachal
Lakhimpur and | Pradesh.
' Darrang,
i Districts of
Assam.

d. Main goal Promotion of | Development of | Assam, Development  of
community health | rural people in | Meghalaya  and ( children and
in totality. general and | Arunachal women.

women in | Pradesh.
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Childline

¢. Activities Health, promotion | Weaving, Weaving,
of traditional | handicrafl, jutc | empowerment. (cm%-rgcncy
- service),
medicine, produclé, related activities, | education,
_publication. cducation, income child
, _ devclopment.
health-  issues, | genceration creche.  family
micro-finance activities, Gram cogn'schng,
training of the
and legal aid. Sevika training, | grass root
health etc. workers,
‘ mother  and
A _ child health ctc.
. Number of | One hundred and ‘| Sixty, apart | Sixty three, | Ninety apart
emplgyees seventy eight tflrom the | apart from the from the
onorary honorary .
workers. workers. -honorary
workers
g. Target | It has two sets of | The rural poor | The rural poor | Children and
segmenth target - segment. in general and | women and | women in need
Firstly, the poor ‘
people in  the | women in | children. cand especially
rural areas and . . ,
particular in its the
secondly the .
other grassroots | arca of underprivileged
‘NGOUs. .
operation. ones.
- i ’ 1] ] ‘
Table 3.11 No. of People Taken Primary Membership
Year ICCW GVSA sDCCC KGNNT BRO TDMS
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.

The data presenied above are provided by concerned officiuls of the organizations
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The table 3.11 reveals the number of priﬁmry membgership taken by individuals, who' '
devote honorary service to the organAiz‘a'tion. This excludes the paid employees of the
organization. It is noticed that membership is ‘en.couragéd and opted by all the NGOs
but the number varics from organization to organization. In case of Tezpur Dislri‘ct
Mahila Samiti (TDMS) and Gyan Vigyan Samiti Assam (GVSA) it is more, whereas
it isvsigniﬁcantly less in case of Bosco Reach Out (BRO) and Kasturba Gandhi
National Memorial Trust (KGNMT). Number of membership in case of Voluntary
Health Association Qf Aséam (VHAA) aﬁd Shanti Sadhana Ashram (SSA) is not
revealed. Growth of membership is significantly increasing in case of TDMS and |
GVSA. As a whole it may be mentioned that primary membership amongst scrvice
oriented is being encouraged by the NGOs. _
Table 3.12 No. of Training Programmes Organized

Year ICCW GVSA T SDCCC | T KGNNT BRO TUMS
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
1988-99 | - 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 GVSA has been continuously
organizing g(')od number of training programmes with insignificant variations. In case
of TDMS and Indian Coﬂncil of Child Welfare (ICCW) lraiﬁing programmes are
organized but they arc relatively less in numbc.:r. Wherceas in Stpathar Diamond Club
(SDCCC), KGNMT and BRO training programmes are not noticed continuously.
Data on training programmes is not revealed by SSA and VHAA. It may be

concluded that though training programmes arc very important for further
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development of human resource, but most of the NGOs are not organizing reasonable

numbcer of such programmes consistently.

Table 3.13 No. of People attended training programmes organized by NGOs

Year ICCW GVSA | SDCCC | KGNNT BRO TDMS | 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 180000 NA NA NA 400 NA
1995-96 | 1636 126000 NA NA NA ‘580 200
1996-97 808 240257 NA NA NA 1900 NA
1997-98 876 252474 NA NA NA 2184 902
1998-99 | 1110 240550 50 NA NA 672 NA
1999- ‘

2000 901 270520 220 5000 NA 1226 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 3470 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 TDMS. It is also observed that a number of participants are

inconsistently attending the training programmes 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 rcasonable number of participants.

Table 3. 14 Year-wise No. of Beneficiaries of Sipajhar Diamond Club &
Community 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 understood that the organization is aimed. to scrve
various multiple target groups such-as the individuals, famifics, 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,
fepfoductivc and child hecalth, 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 varlatlons durmg the specified period. In case of all scgments of
beneficiarics mumsl«.lun bmwlll of new bencliciarices is noticed. In case of individual
beneficiary during 1999 to 2002 good number of beneficiary was added. Similarly n
case of families in 2002-2004 good number of families were assisted. The number of
groubs and villages were also signiﬁcantly. increased during 2001-2004. As a whole it
is understood 't‘hat the orgaxiizalion is attempting to improve its networking of
beneficiaries to be served.

Table 3. 15 Year-wise No. of Benceficiaries of Shami Sadhana 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

familics as beneficiaries.

v

The number of individual bencticiaries is followed by
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 families, villages and groups. The programme ‘Literature for adult’ (1992-93) had the
h.ighcst number of individual bencficiaries followed by training on vocation, food
processing and non-formal cducation. Both the prografﬁmcs “Khoj™ (1993-94) and
“'Nprscry” had the highest number of families as beneficiaries followed 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 (iiffcrcnt catcgorics is inconsistent. A
specific trend is absent. In some years there is an addition of considerable number of -
certaiq categories of beneficiaries, which is again not reflected in the subsequent
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 same
was missing in case of individuals. The addition of new groups in this year is not
signiﬁcunt cnough. From 1997-2005 there is a significant increase of individuals as
beneficiaries. Thus it can be said that the addition of new benceliciaries is programme
specific. The organizatioh has tried to focus on the category of beneficiaries according
to the programmes undertaken by them.

Table 3.16 Year-wise No. of Beneficiaries of Bosco l(i:xch Out

Year Number of beneficiaries o
_Individuals - Families Groups Villages
1992-99 NA NA NA A 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 [rom the table (3.16) that there is a steady growth of beneficiaries of the
o;ganization. The beneficiaries 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 lntegratcd‘ Human development, empowerment of
‘people, promotion of credit union, mushroom and honey. agriculture development the
number of women benefiaries outnumber men. Some programmes like empowerment

of people, promotion oféredit union, agriculture development are focused on families.

Many of the programmes are also focused on groups, for example Integrated Human
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Development Programme, promotion of credit union, micro credit programme and
Swarnajayanti Gram Swarojgar Yojana (SGSY).

The number of individual beneficiariés is followed by families, groups and villages.
The year wise data regarding the addition of hew beneficiarics 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 dgain in the year 20()4-2{()()5. ‘During this period the
number of individual beneficiaries has more than doubled that of the previous year:
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 number of new programmes from the ycar
2003 onwards and is ﬁow more focused on the beneficiaries:

Table 3. 17 Year-wise No. of Beneficiaries of Gyan Vigyan Samiiti Assam
\

Year . Number of _ bencficiaries S
individuals ~__Families |  Groups ~ Villagos
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 T
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 scen from the table 3.17 that the organization has cmphasized more on the
individuals and villugcs as beneficiaries. Groups, as bcncﬁc.iurics were included since
1997-98. Families as bencficiaries are absent. The number of beneficiaries 1s highest
in the category of individuals followed by villages and groups. Programmes like Total
Literacy Campaign, be'of Learning, Prochesta have included a large number of
individuals as benceficiarics. The programme Total Lilcruc'y Campaign has included
villages as beneﬁcia(iés. From 1997-98 groups were included as beneficiaries, which
_increased drastically. in the year 1998-99 and again in the ycar 2000-01. In the ycar
2001-02 also there was an equal addition of groups as beneficiaries. Further the data

has revealed no addition of new bencficiary of any category from 2002-05. This is
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because the organization has not implemented any new programme. The organization
has focused on monitoring and assisting the carlier beneficiaries only: A specific trend
of addition of new beneficiaries is not visible. |

Table 3.18 Year-wise No. of Beneficiaries of Tezpur District Mahila Samiti

Year , Number of  beneficiaries ‘
Individuals Families Groups Villages
11990-91 ' 660 — —
1991-92 660
1992-93 4000 |-
1993-94 3000
1994-95 500 '
1995-96 3000 -
1996-97 2000 i
1997-98 4000
1998-99 . 2000 -
1999-2000 2000 i
2000-01 - 3500 T el
2001-02 3500 -
2002-03 4000
2003-04 10000
2004-05 6000
_Total 48820

As shown in table 3.18 data related to the bencficiaries provided by TDMS is in terms
of individuals as the organization is concerned with development 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, and equally in the years 1992-93 and
1997-98. Various programmes like weaving, hahdicraft, jute products, food products,
| education, legal aid and health are focused on the individuals. The ‘Thrift and Credit
Programme’ (Mahila Sanchay Bharall') is focused on groups. A specific trend of
addition of new beneficiaries is not visible. Overall it can be said that the organization
has shown a healthy trend of ad‘dition of new beneficiaries. A drastic increase or
decrease in the4 number of beneﬁciarieé is absent except during the years 1994-95 and
2003-04. Thus it can be said that the organization has well focuscd plans relalted to

maintaining the existing beneficiaries and adding the new ones.
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Table 3.19  Year-wise No. of Beneficiaries of Indian Council of Child Welfare

Year Number 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 76 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 are targeted ‘on children are Integrated Programme of® Street
Children, S.ponsorship programme, Project Interact of Rajib Gandhi Foundation and
Sarva Shiksha Abhijan. The programmes that are focused on women are Udisha
Prégramme (Anganwadi Training) and family copnscling. Only a few male
“individuals are recorded as beneficiaries under the programme ‘Family Counseling’.
A specific trend of addition of new beneficiaries is not seen. Family as a set of
beneficiary started from  1997-98, 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 Groups 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 0 147
P6 1995-05 2100 0 0
P7 1995-05 1050 0 0- 105
P8 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 0’
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 reQeals 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 programmes

from the year 1999; four prdgrannn_cs from the year 2000; onc programme from 2002

and two programmes from the yecar 2004. AIDS awareness camp lor women was a

year programme conducted twice by the organization, once in 2000-01 and again in

2004-05. The programmes like Shanti Sena Camp and Gram Swabalamban and

-SadhbhawanaYatra are focused on groups. Some of the major programmes targeted at

the individuals are nutrition, créche, -adult education, pre-basic training, weaving,
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spinning and craft training, maternity care,” awareness gencration, youth camp,
mushfoom production training, vermi compost training cte. The programmes which
are- focused on the families are Nasha Bandi, sanitation, women awareness camp,
smokeless chulha, reproduction and child health. The important programmes that are’
directed to cover villages are nutrition, creche, nasha bandi, weaving, spinning, craft
and sanitation. ’

As the ycar wisc 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 [IiE NIPCCD | CAPART | IiBM SWD SIRD NABARD
1980-91 10 NA 17 NA 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

1 2002-03 13 97 23 5 2 36 469 246

2003-04 37 120 NA ~ 7 2 - 42 677 754
NA NA NA NA 153 NA 42

2004-05 NA

ITablc 3.21. presents the number ()ftf;xiﬂiﬂg programmes organi}.cd by the supp()'r(ing
agencies. It is understood that the major supporting and sponsoring agencies have
been organizing tailor made training programmes for 'various cmployce/worker
scgments of the NGOs. Naturc and type of such programmes have been discussed in
chapter 4 and 5. It is learnt that SIRD, NABARD have been organizing relatively
moré number of training programmes followed by IIE, RGVN and Social Welfare
department. It has also been scen that over a period of time a number of training
programmes have increased. It may be concluded that the supporting agencics have

been attempting to organize specific training programmes meant for NGO members.
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Table 3.22 No

. of NGO workers attended Training l’rogrammcs'orgunizcd by
Supporting and Sponsoring Agencics,

Year RGVN IE NIPCCD | CAPART | IIBM SWD "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 workers attending the training prugrummcs

organized by sponsored agencies. It is noticed that representative of NGOs have been

“attending the respective training programmes-in most of the cases. In case of RGVN

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 given by Sponsoring Agencies

NABARD

Year RGVN IIE NIPCCD CAPART 11BM SWD

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

| 1995-96 | 10887469/- | 392610.40 | 724867.03 NA NA NA NA

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/-




Amount of assislancé given by sponsored agencies is discussed in table 3.23. It is .
encouraging to note that various sponsoring agencies have been funding several
- projects of the NGOs. It is learnt that spons&ing projects has been encouraged with
inconsistent support over a period of time by most of the sponsoring agenéies. It 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 SIRD was not available.
C'onclusion ‘ ‘ ‘
NGOs in India have traveled a great distance from being a part of Indian socicty being
involved in charity in the pre-colonial phase to organizdtiohs instrumental in social
action and freedom movement and ultimately becoming active players and partners in
the development of the country. In this endeavour they have received support from
various funding agencies. They have transformed themsclves 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 (o 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. In
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‘comprehensive
data is lacking. Reliable data regarding the number of NGOs in the north east India is
lacking, though various sources ;1ave 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 thos.e. who themselves have taken the initiative to
cenlist.themselves in the said directorics.
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Chapter — 4




For the purposc.of this research study six successful NGOs from Assam were
sclected. The parameters to judge success of an NGO are: (1) Quality of loan, grant
(funding) rcceived and their ' utilization; (2) Payback of loan: (3) Project
implementation; (4) Developmental work carried out i.c. the impact of its work in the
society; (5) Reputation of the NGOs; (6) Positive feedback from the funding and the
supporting agencies.

Bascd on the above parumclch. the successful NGOs sclected were, Bosco Reach
Out, Shanti Sadhana Ashram, Gyan Vigyan Samity Assam, Voluntary Health
Association of Assam, Sipajhar Diamond Club and Community Centre and Tezpur
District Mahila Samity. A brief profile of the organizations was presented in the
previous chapter. In this chapter the data collected from these NGOs is prcscn&d ina

detail form through a framework, which is common to all of them.

BOSCO REACH OUT

Organ-ization' Profile

Origin: The Salesians 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 development initiatives an
organizational structure in the North E%t India. This ideological shift in approach
resulted in the birth of Bosco Reach Out, a non-profit, non -polilical and non-
réligious body, in the ycar 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 thc. people.
The promoters were young salesians with postgraduate training in social work, who
were instrumental for the growth of the organization in the inttial ycears. Father Paul
Kuttala was the first director of BRO!

Area of Operation: Present arca of operation is lower Assam and entirc Meghalaya.
The Central Qfﬁce 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 Umran, in the state

of Meghalaya. Now they have a training centre along with their central office at
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Ulubari, Guwahati also. The Meghalaya office is located at Don :Bosc() Technical

School (the registered office) Shillong. .

The v.ision,' mission and objectives of the organization are as follows.

Vision: The vision statement of BRO is stated as — ‘BRO visualizes a sclf- reliant and

self suéluining community where people live responsively striving for a just and cqual

socicty.’

Mission:*BRO sceks to achicve integrated dcvn-:lnpmcnl through cipowerment of the

people by organizing them into Self-Help Groups (SHGs), builc/ling"lhcir capacitics

and cnabling them to utilize optimally the available resources.”

Objectives: The major objectives 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 shqping it as a pcople’s movement.

2. Enhance access to and control over ﬁ;mnciul resources through saving ‘and credit
mcechanism, . |

3. Increase income through improved production and marketing of agricultural
producce, development of skills and promotion of farm and non-farm basced micro-
enterprises. |

4. Build capacities of people particularly of women, so as to achieve gr;:ater gender

‘ equality in the society.

5. Ensure food sccurity through conscrvation and processing of food products.

6. Facilitate the establishment of lir{kage between SHGs and health institutions with
a view to adopt measures for improvcd 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 ABRO have been divided into long term and short term

goéls as follows:

Long term goals: Social developmént and development by empowerment.

Short term/Immediate goals: Realization of community development through SHGs

and to attain thc target pertaining to formation of SHGs is the organization’s

1
immediate goal.

Activities: the activities of Bosco Reach Out are presented in Table 4.1.



Table 4.1 Activities of Bosco Reach Out

Sector Name of the Sponsoring | Description of work
programme 'agcncy'
Comrﬁunity | Integrated 1 IFAD, Effort towards improving the
Development | Human MISEROR, KKS, | quality ol life of the target
Development | Comide etc. people through raising the
Project, Women ' cconomic condition,
Development, | cmpowering them, secking
Community their participation in
Resource - ~development etc.; developing
Management and empowering women,
Project. planning optimum utility of
available resources cte.; Skill
Development of the target
\ group.
Micro- Micro- finance | North Eastern It includes organizing people
finance l Council, National | into Self- Help Groups for
Bank Of saving and lending money to
Agriculturce gencrate cconomic activity.
Development, This programme is under
state ‘govemment, ‘operation in 20 rcgic;ns of
Spice Board, Assam and Mcghalaya
) Small Industries cb\'crillg around 400 villages.
Bank of India.
Skill Skill KKS, Comide It deals with skill
Development | ’Developmcnt development particularly

agriculture and animal
husbandfy.' It provides support
to the Community
Development Project, and
calso serves members from

other NGOs/institutions.




-

L:ducation Lnvironmental’ India Forum for L:ducating children,
Education and Cooperative sponsoring education for poor
Action Development, rural students, meceting the
Programmé, Indo German '- cducational needs of rural
Coaching, Social Service students through coaching
Sponsorship.- Society, F rateli classes with educational and
Dementicatti. financial support to certain
institutions.
Health Highway Health | WHO, Working for prevention of
Management .. Government. AIDS, STDs and generating
Project. awarcness for better
management of health
‘ ' amongst the target population.
Weltare and | Family KKS, ‘;l~l“il-li.\'ll'y of T;;ukmg afier wdlan. of the
Rehabilation | Counseling Social Justice and | family in general, and women
| Centre Empowerment and children in particular. It is
(Government of | carried out through its IFamily
India). Counscling Centre and ficld
, visits by its Social
N Waorkers/volunteers,
Agriculture Agriculturc and | SKIP Providing Inputs for increased
livestock production and management
development of agriculture and livestock
Project through modern methods.
Research + | Research and Self and To focus on development and
| Documentation miscellancous prescervation/maintenance of
Programme ] Sponsors - new knowledge.
Governance | Local MISEROR Empowering people in
Governance

decision making and

management.
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Partners’ Profile
- Employees:  The total number of employces in BRO is one hundred and nincty five
with the following breakup: - |

The organization consists of one cxcéulichd.ircclor and oncll)cpul)f- Dircctor. The
adﬁminisqutive and finance section including the Bosco Reach Out administrative and
* training centre (at. the hcad office) consists of one Administrator, onc Financial
Coordinator, one Accountant, one Junior Accountant, two office staffs, one
Rcccptionist, three drivers, two office helpers and five kitchcn stafls. The Community
Devélopnxcnt Programme unit (CDP) unit consists of one Coordinator, one Assistant
Coordinator, six Zonal Coordinators, twenty-cight Regional Coordinators and fifty-
nine Social Workers. The Support Service Unit (SSU) consists of one Coordinator,
onc Documentation Coordinator, onc Training Coordinator and three trainers. The
~ Rural Resource and Training centre (RRTC) consists of one Dircctor, one ‘Training
C()U;‘Liiﬂ;ll()ﬁ two Sub Coordinators, three Project Assistants, one Administrator, 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 nﬁmbcr
of staff is aware of the objectives and mission of the (’)rg'anization.s.
Target Segment: The poor rural people of Assam and Meghalaya combrise BRO’s
target segment. The organization' gives fﬁll importance in finding out the needs of its
target scgment for which it holds regular l’articiputlory Role Appraisals (PK/\) and
continuous dialogue with them. Further surveys are 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 (IFAD), CORAID from Netherlands, COMIDE
from Belgium, FRATELLI DE MENTICATTI from ltaly, MISEREOR, 1GSSS and
KSS from Germany, Government of India - Miﬁistry of Social Welfare, Department
of Science and Technology, Government of Assam- Sarva Shiksha Abhijan, SIDBI
(Small Industrics 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. 'Thcy provide timely guidance to the organization
aﬁd conduct. different Organizational De?elopmcnt activities. The involvement of

these orgzmizationslis limited to the day to day work rclated problems only.
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Social Workers: The organization calls the grass roots workers of the community
‘development programme as the social workers. Apart from these, people from the
community who work towards development are also its social - workers. The

organization has good relationship with them.
\ . .

Management Process: An Overview

The management process of BRO involves the lbllo-wing steps:

Planning

Setting of goals and objectives: The views of the organizational members are taken
“into account »while setting | its goals and objectives. The different teams set their own

time bound goals, which are subjcu to approval of the Deputy Dll’LL(Ol‘ and the
E\CCUUVC Dircctor.

Types ofplans 1) Planning for the rcbl()n (long-term 1.c. four to five years) ) Ycearly
pldnmnb (whcr(. stalf, key people and the Self Help Groups sit together) iy Monthly
plan (day wise plan for the month). iv) Micro plan i.e. taking one aspect of
development. Examples of this kind are- a) ‘Event-wise micro plan’: When Self Help
Groups (SHGs) or BRO conduct certain event, the people related vxjilh the event and
the key 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 different activities, the time
frame, the resources that would be necessary etc. This micro plan is conducted event-
wise. b) ‘Issue-wise micro plan’: exahplcs of this kind are the plans for agriculture,
SHG, village people or the target scémcnt, staff ctc. llere the people related to the
issue and the key pcople sit down together to make a detailed plan. ’

The micro plané are overviewed by the regional coordinator. BRO has a Management
Team comprising of Heads of all units/ debartments, including the administrative and
financial head. They meet once or twice in a yéz;r for review, action planning 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. Regioﬁal
Coordinators have monthly meectings with the Zonal Coordinator. Strategic planning
was carried out by ASK in 1999, Wthh was subsequently implemented. Training
support was prov1dcd by ASK.

Mcthodology, adopted to carry out 'thc activities: In all its development

interventions, BRO aims at empowering its target groups to become responsible



cilizens. BRO believes  that cmpoivenncnl’is‘thc key to sustainable development.
Hence, BRO's focussed development approach is the empoywerment approach. This
approach is different from BRO's carlicr approaches of charity and relicl measures
toward welfare of the people. The present approach emphasizes on the inherent
goodness and capabilitics of the people and on their instinctive desire (o better their
own life. Thus it is a puol;lc-oricntcd approach. ‘The role of financial assistance lb
minimized and the roles of enthusing, lxloli\'z{liylg, conscientising, demonstrating,
educ'ating and assuming responsibility are ‘m'aximized. |

The following are the specific methodological guidelines BRO follows in ensuring
that its work is toward empowering the people. : '

Self -Help Groups (SHGs): BRO uses SHG as its development tool. Sl IUQ will be the
agents of change and scrve as modcls for sustainable and integrated communily
development. All developmental prograinmes of BRO will be channeled through the
SHGs. |

People oriented: BRO places its trust on people- their strengths and capabilitics. All
devclopmémal programmes of BRO will be framed for catering to the nceds of lhc‘
“people. BRO’s role in people development will be that of a facilitalor: The .
organization means to work on the basis of dialogue and discussion with the people.
Bottom -up: Decisions at the grass root level will be participatory at all stages, giving
adequate significance to people’s views and choices. In order to cnsure people’s
participation, methods like Participatory Rural Appraisal (PRA) and other tools of
social analysis will be used. |
Collaborative: BRO's coliaboration will be first with the grass rool communitics
themselves. BRO -will make every effort to seck collaboration from the community,
institutions and organizations, communtity leaders, community institutional heads etc.
The organization intends to work in collaboration 'wil_h the government and church
- authorities. '

Pro-poor: In all its development interventions, BRO will focus its attention primarily
on 'pcople below the poverty line. This will be an important criterion for choice of .
new areas of work. - A

Result oriented: BRO monitors its work through a carcful analysis of the results
aﬁhieved.f["hg 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 oppbrtuniticslo women and considers
. them as partners with men in the process of dcvclopmcx?t. BRO bclicves in a gender-
balanced socicty and envisages cm’powermcnt of women by cnhancing their
capacities. | -
C'ullure sensitive: BRO accepts friendly, amiable .and pcaccful approach in its
development work. ,
The ’collaborative, bottom-up approach helps "the organization to undertake
participatory planning. The needs of the target scgment are 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. l
'Organizing:‘ The organizational structure of BRO presents a hierarchical form
huviﬁg different units to w'ork after different aspects of work. Fhis is shown in Fig 4.1
below. ' |

General Body

Governing. Board

Executive Director

Deputy Director

e | | |

RRTC = Office Administration & Finance CDP Unit ~ SSU Unit

Director RRTC  Administrator CDP Coordinator SSU Coordinator '

RRTC= Rural Resource Training Centre
CDP = Community Development Programme

SSU = Support Service Unit

Fig 4.1 Orgarization Structure of Bosco Reach Out
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Director ( RRTC)

Managcr Manager ~ Manager Manager  Manager Manager Manager
Training and  Livestock Agricylture  Appropriate  Food Administration, Marketing
Documentation  and Fisheries Technology  Processing  Fipance
|
Assistant Assistant Supervisor

Manager ~ Manager  Appropriate
Livestock - Agriculture  Technology

Skilled labour-  Supervisor

OtTicer Assistant Accoluﬂanl Assistant, Kitchen Asslslum, Transportation  Assistant,
And Receptionist . and House and Pprchase building maintenance
Keeping and stores

Cooks Housekeeper - Drivers - Skilled labours

Fig 4.2 Organization Structure of RRTC of Bosco Reach Out

Administrator

ik

Financial Coordinator Office Assistant Pedn Drivgr :

I

© Assistant

Fig 4.3 Organization Structurc of Administration and Finance Unit of Bosco Reach Out

J
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SSU Coordinator

Liaison " Documentation Trainer ' HHI\LP SK[P
Sponsorship : Coordinator Coordinator  Coordinator

"Coordinator : : .

HHMP : Highway Health Management
Project Coordinator

Figl4.4 Structure of SSU (Support ServiceUnit) of Bosco Reach Out

ExccTive Director

, Deputy Di]rector (CDP) o Coordinators (1CRMP)
Family Counseling ~ Zonal coordinator Irc CC
Coordinators ‘

Regional Coordinators

|

Social worker Social worker Social worker

. B : CDP = Community Development
Programme
CRMP = Community Resource
Management Programme
TC = Training Coordinator .
CC= Community Coordinator

Fig 4.5 Adhinistra(ivc Structure of CDP of Bosco Reach Out
The organisation structure of BRO presents a de-centralized form, reflecting different
aspects of the. work BRO are involved. Members of the generaI body and governing

- body are constituted of Don Bosco Society members-and 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 implémentation of the pléns.
The Decputy Director is the sccond in command after the Exccutive Dircctor. In the
latter’s absence, he assumes  the principal responsibility. He is consulted by the
Executive Director in decision-making activities. The director RRTC is in charge of
Rural Resource Training Centre. He is responsit‘)Ic for monitoring the workA of the
different departments under RRTC, namely- trainir;g and documentation, Iivcslbck and .
fisherics, agriculture, appropriate technology, food processing, and the supporting
units like marketing, administration and finance. The administrator is in charge of the
office administration and finance. He is responsible for effective functioniﬁg of the

office and the staff. The financial coordinator reports to the administrator. The

responsibility of the financial coordinator is managing financial resources of BRO and -

monitoring its'day-to-day expenses specially those under projects. e is supposed to

submit weckly reports to the administrator. The CDP coordinator is assigned to

monitor the prog;ammcs related to the community Development. He looks after the |
work of the family. cbounseli_ng center and the zonal coordinators. The zonal

* coordinators monitor the work of the regional coordihators, who in turn looks after the

work of the social workers. The SSU coordinator is responsible to look after the

matters related to liasoning and sponsorship, documcnta'tion,;lraining, the HHMP and

" the SKIP project. The SSU coordinator plans the trafning calendar for /the
organizational 'memrbers, the partner NGOs and the target segment.
Leading/Directing '

‘Lea_dership: The leadership style is participative, though the ultimate authority of
taking important decisions is the Executive Director. The leader (Exccutive Director)
of BRO team and the other leaders of different teams of BRO are 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 pcople. An effort is made to provide a good working climate. In this
wéy the leader 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 féce cofnmuhication, monthly meetings of .the projects/
coordinators for example, the regional coordinators have monthly mectings with the
zonal coofdinator; telephonic conversation, using the scrvice of a messenger in case
Ql‘emcrgcncy. '

b) Written'.formsf Within the office for important matters written comrﬁunicatjion
through ofticial letters ,un‘d mentos is utilized. Communication with the CDP, 'SSU
units ctc. (ﬁeld units) arc in written form. Monthly reports arc submitted by the
cxﬁployc_cs/ workers, staff. Social workers (grass root workers) who are in charge of
SHGs, get in touch with the regional coordinators on monthly basis and send monthly
reports. Letters (mailed at the organization level from administration signed by the
Director) are sent to all organizational mefnbers when some important matter is to be
intimated to them |

Staffing

Recruiting: for those jobs that ;'equirc skills, advertiscments are placed and -the
individuals arc selected through ’propcr screcning process. For others references are
used to find. people. They also utilize' organizational manpower database and
performance results to select the individuals, for example through promotions and
internal tran’sfers.Link between tasks and peoyple, and job fitness is seen. This aspect is
explored while selecting .people through interviews and subsequently they -are
observed on job. People with professional qualifications in agriculture, veleriﬁ.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 aspect is.
cxpio’rcd and later the results arc observed. | |
Role clarity: Role clarity including J(i)b Description and Job specification exist riow.
These came into existence after a ‘Strategic Plannihg’ exercisc ‘was conducted. Under
this ‘Role Profiles’ were made clear during the workshops.. N

- Controlling ' ,
Performance Appraisal:” Performance Appraisal for staft is conducted on ycarly
basis. A format exists. which is different for different catcgory. It is actually a sclf-
appraisal form, on which comment is to be given by the superior. This is submiue:d to
the Executive Director who may place it to higher authority like the management
Committee. Monthly Reports arc to be submitted to the coordinators rcgardingv

progress of the work and utilization of resources.-
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Individual Dynamics

| Organization culture: The organization emphasizes on values like sinccrﬁy, loyalty,
hard &vork, honesty, commitment and dedication. It tries to work as a family without
considering the hicrarchj The working climate is good. Individuals are committed
and very much motivated. The individuals have a very good interﬁers;)nal
relationship. ' B \
Conflicts: Conflicts are negligible. A gricvance cell cxists to handle grievances of
people. - . _

Influential/powerful persons: The Director and the Deputy Director is supposed to be
the most powerful people in the Organization bécause of their position .and
knowledge. The respective heads of the departments are also thought to be powerful
because of their position. There are no cascs of politics playing any role in the
orgunizalion. |

Contribution of the individuals: The ‘individuals who_have tremendous contribution
towards the organization are Father George Palamattam, Father Paul Kuttala
(promoters), Father Davis Aricatt, the 'prcscm Dircci_or, and Father Cyril the present
© Deputy Director of BRO. |

Individu_als hampering the organization (negative side): Instances of people
hampering the organization are very less. Some examples are submission of wrong
reports and thus trying io mislead the organization.\Some.times people do not work in
field properly, thus the organizational activities are hampered.

Group dynamics

" Type of groups: BRO functions as a single work team. But, it is comprised of several
work teams like the dif'tchﬁt Departmental - Teams, the Project Teams and the three
units like, the Community Development Programme Unit, Rural Resource Training
- Unit and the" Support Service.unit. The intra and inter team activities are very
satisfactory. | ,

T;'am Building activities are carried out at least twice a year. Organizational politics is
absent. ) |

Cohﬂicl: No groups are in contflict. Also none of the groups have tried to hamper the
organizational work. C
Contribution of partners: The staff (people of the orgun-i'z,ulinn_) and the consultancy

agency (ASK) are involved in setting objectives (goal sctting). The contribution of the
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target segment is their involvement in the developmental “activities of the
organization. The various supporting agencies extend assist the organization in their
training cffort and provide technical and managerial guidance. The sponsoring
'agenbies apart from providing monetary support assist BRO in training eftort like the.
financial training or any other training.‘ The sponsoring agencies aid in tech;lical
guidance of the organization. Théy also arrange for external evaluation, and if any
drawbacks appear they assist. BRO in correcting them and even engage consultants.
For cxample, MISEREOR carried out this kind of cvaluation and engaged ASK to
carry out Organigalional~ Development activities., The promoters had built li\f.t
organization. They had set the vision, mission and objectives of BRO. ‘B'RO has
alliance with a number of agencies for carrying out collaborative work. For example it
collaborate like with Dr, S.L Ahmed in AIDS awareness campaigns, with Sarva
Shiksha Abhijan in cducation programme, with India Forum for Cooperation
Development (IFCOD) for development ete.

" 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 6rganizational levels. This was mostly by means of participation in
- the group discussions. |

2) icrc had been certain changes in- thc objectives of the organization. ln the first
stage, the prime objective of BRO was to help people. In thc sccond slag,e 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
:according'ly. ‘
3) Previously the persénnel from the organization were not visiting the villages or the
target populallon The work was mostly conducted throug,h their partner NGOs
(alllances) Now they conduct direct intervention.

4) After ten years of existence there was one and half years of evaluation (both
internal and external), thereafter, the stfalegic plan was carried out which brought
_fofth many changes. V

For cxample, now they have written job description and job specification; recruit

professional staff; they have adopted changes in carrying out their activities and
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planning programmes like, use of PRA, where the target segment is initiated to carry
out an excrcise to assess their own needs. The suggestions for structural modifications
were co_n)si_dcrcd. Now efforts are bn to add a ncw unit namely “Spccial Project Unit”
to the earlier four uni'ts- SSU, RRTC, CDP and Administrative and Finance unit.

5) BRO’s approdch 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 regarding
the changes to be brought about are as following. The area of operation 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 staff, which requires 1o be changed. The
organization should attempt to insert proper systems of planning, monitoring and
evaluation, and formulating proper tools for programmes, staff and finance. The
organization urgently needs to emphasize on a proper documentation system. Last but
not the least the orgénization 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 broad-
based general body with representatives from the target gfoups, women, regional
committees. Memorandum of associations should be amended. Further a need is felt
to have a Finance Advisory Committee with expertise in financial management to
review the objectives aind provide useful advice on financial management. There is
need for a strategic plan to effe