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From the Desk of Chief Editor

Developing Human Resources

HRD is the integrated use of training and development, organizational development, career development to 
improve individual, group and organizational effectiveness. It thrives on improving the capacities and capabilities 
of employees. It cultivates a skilled workforce, ensuring internal mobility and leadership succession, studies the 
performance of employees and guides them to improve. It equips employees with competencies to address 
evolving business needs and technological advancements, and fosters innovation, and cost reduction to drive 
organizational performance. It nurtures employee engagement, growth and satisfaction, boosting morale and 
retention. HRD builds a resilient workforce capable of overcoming challenges and seizing opportunities, and 
improves the quality of work life.

Training and Development is the process of acquiring knowledge, skills, and attitude that helps to improve the 
performance of employees and enables future career growth. Training refers to acquiring specific knowledge 
and skills for a particular job or task, whereas Development is concerned with the long-term growth of an 
individual’s career. It usually covers acquiring knowledge that goes beyond the requirements of their current 
job to prepare the employees for their future job role or career advancement opportunities. Employees can 
enhance their job performance, career growth, and job satisfaction through training and development.

Effective training and development programs can improve employee performance, increase productivity, 
and help organizations remain competitive in the dynamic business environment. Through training and 
development, employees feel more confident and are encouraged to remain engaged and motivated. In the 
recent competitive era, employees actively seek growth and development opportunities. So, organizations 
that invest in employee training and development programs find attracting and retaining top talent easier. 
Also, employees are more likely to be loyal and committed to the organisation if their personal growth and 
development is prioritized. This leads to a lower turnover rate and a stable workforce.

Training and development is one of the most crucial elements behind an organization’s success. As the 
workplace is constantly evolving, so are the current training and development trends, including: digital 
learning; personalized training to suit the individual needs and preferences of employees; microlearning by 
delivering training in bite-sized pieces in the form of short videos, infographics, or quizzes. In the coming years, 
significant shifts towards personalized and data-driven learning experiences will emerge. AI-driven platforms 
analyze learning patterns to create customized paths that adapt in real-time. Predictive analytics identify skill 
gaps before they become critical, while automation streamlines administrative tasks, and allows trainers to 
focus on strategic initiatives.

Organizational Development is a holistic approach used to identify what is needed to improve an organization’s 
effectiveness and performance. Using OD concepts such as the Action Research Model, OD Consultants 
work with senior leaders and subject matter experts to assess the current state of the organization, identify 
areas for improvement, provide feedback, create an action plan, and implement interventions to enhance 
organizational capabilities, culture, and processes. OD consultants typically work closely with organizational 
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leaders and employees to facilitate change, build collaboration, and create a positive work environment. They 
may employ various techniques such as team building, leadership development, coaching, training programs, 
and employee engagement initiatives. The goal of OD is to foster continuous improvement, innovation, and 
adaptability within the organization to achieve sustainable success.

Consultants undertake a thorough analysis of the organization’s current state, including its structure, culture, 
processes, and performance. They gather data through surveys, interviews, and observations to identify 
strengths, weaknesses, and areas for improvement. They collaborate with organizational leaders to define the 
desired outcomes and objectives for the organization. This could include improving communication, increasing 
agility, or aligning the organization with new strategic initiatives. Based on the assessment and objectives, 
consultants develop tailored interventions and strategies such as designing training programs, facilitating 
workshops, or implementing leadership development initiatives. They create new organizational structures, 
define roles and responsibilities, and develop processes and systems to support the system.

Consultants support the organization in implementing the proposed changes. They work closely with leaders 
to communicate the changes effectively, manage resistance, and facilitate the adoption of new set of 
behaviours, processes, and structures. They may provide training, coaching, and ongoing support during the 
implementation phase. They assess the effectiveness of the interventions and monitor the progress of the 
organization. They gather feedback, measure key performance indicators, and make adjustments as needed 
to ensure that desired outcomes are achieved. Continuous improvement is an integral part, as it allows 
organizations to adapt and evolve over time. They help organizations to enhance their performance, increase 
their adaptability, and create a positive and productive work environment.

In Indian context, Professor Udai Pareek and Professor T.V. Rao are known for their contribution to human 
resource development. Though I knew about the work of Professor Pareek through his publications, I was 
formally introduced to him by Professor Abad Ahmed during a workshop at Indira Gandhi Institute for 
Development Research, Bombay in June 1992. Since then I remained in constant touch with him for enriching 
myself. I precisely remember 12th September 1999 when I had the opportunity to be with him almost for the 
whole day and discuss with him various aspects of human behaviour at work. I strongly identified with him 
because my educational background was also psychology at postgraduate and doctoral levels. The occasion of 
the meeting was conferment of 1st Management Excellence Award on him at Prestige Institute of Management 
and Research at Indore where I was Director since 1996.

I always felt that there was a lot to learn from him not only as a scholar, but also as a person. He was very 
passionate about NHRD Network and, on his behest, I made possible efforts to revive its Indore chapter from 
2000-01. He was a life member of ISTD and had contributed number of articles to IJTD. Professor Pareek was 
conferred the highest award of the Association of Indian Management Schools i.e., Ravi J. Matthai National 
Fellow Award in 2005.

On academic front, I felt honoured when he wrote foreword for my book jointly authored with Dr. Santosh Dhar 
on Case Method in 2002. Later, he also chose some of the cases developed during the Case Writing Workshops 
conducted by me in various parts of the country. While I was Director of Nirma Institute of Management at 
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Ahmedabad, I was invited by JK Group to be the first Vice Chancellor of JK Lakshmipat University at Jaipur in 
2009. Professor Pareek was the first person whom I contacted for advice. On his affirmation, I joined the newly 
conceived university. I remained in touch with him till he left for his heavenly abode in 2010. I continued my 
professional journey as a silent learner of his teachings and research. I was immensely happy when Indian 
Society of Training and Development decided to dedicate the current Issue of IJTD to commemorate his highly 
valued contribution to academics and industry.

This Issue of the journal has a lead article by Professor T.V. Rao who had closely worked with Professor Pareek 
for many decades. There is a brief interaction with Dr. Anil K. Khandelwal and articles by Dr. Aquil Busrai and  
Dr. Ram Kumar Mishra. Some of the articles of Professor Pareek published earlier in IJTD have been reproduced 
for the benefit of young professionals. Though it is not possible to cover the whole length and breadth of his 
vast work, yet I hope the readers would certainly love to go through this Issue of the journal. 

2
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From the Desk of Chief Editor

The Future of Training with AI
The future of training with AI as a facilitator holds tremendous potential for transformation and innovation. 
Some of the key trends are Personalised learning: AI can help customise training programs to the needs of 
individual learners, abilities, and learning styles. Adaptive assessments: AI-driven assessments can adjust their 
level of difficulty and content in real-time, providing a more accurate measure of the knowledge and skills of 
learners. Intelligent tutoring systems: AI-powered tutoring systems can offer one-on-one support to learners, 
providing real-time feedback and guidance. Virtual and augmented reality training: AI can enhance immersive 
learning experiences, making them more engaging, interactive, and effective. Predictive analytics: AI can help 
to identify potential skill gaps and learning needs, enabling proactive training and development initiatives.

Further, some of the Implications are Increased efficiency: AI can automate administrative tasks, freeing up 
instructors to focus on high-touch, high-value tasks. Improved learning outcomes: AI-driven training can lead 
to better knowledge retention, skill acquisition, and application. Enhanced learner experience: AI can provide 
personalised support, feedback, and guidance, making learning more engaging and enjoyable. New business 
models: AI-powered training can enable new business models, such as subscription-based services and  
pay-per-use training. Talent development: AI can help to identify and develop future talent, enabling 
organisations to build a more skilled and competitive workforce.

Some of the Challenges and Considerations are Data quality and bias: AI training data must be high-quality, 
diverse, and free from bias to ensure accurate and effective training. Ethics and transparency: AI-driven training 
must be transparent, explainable, and aligned with ethical standards and values. Human-AI collaboration: 
Effective training will require collaboration between humans and AI, leveraging the strengths of both. 
Continuous evaluation and improvement: AI-powered training must be continuously evaluated and improved 
to ensure it remains effective and relevant.

Future Directions are Hybrid AI-human training: Combining the strengths of AI and human instructors to create 
more effective and engaging training experiences. AI-powered training for emerging technologies: Developing 
AI-driven training programs for emerging technologies, such as blockchain, AI, and IoT. Global accessibility and 
inclusivity: Using AI to make training more accessible and inclusive for diverse populations, including those 
with disabilities. AI-driven training for soft skills: Developing AI-powered training programs for soft skills, such 
as communication, collaboration, and emotional intelligence.

The readers of IJTD are requested to go through the contents of the journal and help us in improving 
the usefulness of this publication by offering suggestions based on their critical review and constructive 
observations. The prospective contributors to this journal are advised to follow APA pattern (latest Edition) 
for presenting the references. 

Dr. Upinder DharDr. Upinder Dhar
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Lead Article

Udai Pareek’s Contributions to Training and Development: Theory and 
Practice
T.V. Rao*

ABSTRACT

Udai Pareek (1925-2010) is an outstanding scholar, great researcher, marvellous teacher and above 
all a great human being whose life and work could be cherished for years to come. It is appropriate 
and commendable that ISTD is dedicating its journal for his contributions to the field of management 
in general and Training and development in Particular. I had the privilege of working with him for 
over 41 years and had 14 books and a large number of articles co-authored with him in Training and 
development, Entrepreneurship, Organizational behavior and related fields. For the benefit of the 
generations to come, I am taking this opportunity to summarize various works including his concepts, 
thoughts, models, and research and training methods. Fortunately, we have a lot of his contributions 
available in papers and books for those interested in knowing his works. Most of his works are timeless 
and are relevant even today. This article presents after a brief bio-sketch, his contributions to Training 
and development and Beyond in Management.

INTRODUCTION

Born in 1925 January, Udai Pareek started his career 
in 1945 itself when he completed his graduation. In 
1945, he did BT from Teachers Training College, after 
this he went to Italy from where he got diploma 
certificate in research methods. In 1945, he joined 
as a teacher in training school at Jaipur. He was a 
gold medallist, along with this. He also worked as a 
lecturer in psychology and education in Government 
Teachers College, Bikaner.

In 1956, he completed his PhD with a UGC 
scholarship. In 1962, he joined the National Institute 
of Basic Education in New Delhi, where he worked 
for 2 years. In 1964, he moved to Hyderabad as the 
Director of Behavioral Sciences in SIET Institute. In 
1966, he went to the University of North Carolina as 
a visiting faculty at Population Center in the School of 
Public Health, North Carolina.

In 1968, he returned to Delhi and worked here as 
Head of Department of Social Sciences. In 1970, he 
went to Udaipur as Director, School of Basic Sciences 
and Humanities till 1973. He joined as Professor of 
Organizational Behavior at IIM Ahmedabad from 
1973 to 1985. He was L&T Professor of Organizational 
Behavior and also was on the Board of IIMA. He worked 
as USAID consultant to Government of Indonesia, 
Ministry of Health between 1983 and 1988 along 
with Rolf Lynton. In 1989, he joined IIHMR which is 
the first masters in public health institute; and from 
1989 to 2010, he served there till his last breath as an 
Honorary Distinguished Professor. He was editor of 
various journals and has been on the editorial board 
of prestigious journals like Administrative Science 
Quarterly.

Udai Pareek’s contributions can be viewed under 
many heads. For the purpose of this paper and the 
relevance of his works for the future, only some of 

*Chairman, TVRLS and Former Professor at IIMA - Indian Institute of Management Ahmedabad
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his contributions are summarized here under the 
following heads:

1.	 Training and development in various fields 
(Behavioral Science, Entrepreneurship, Extension, 
Small Business and Large organizations).

2.	 Extension Motivations.

3.	 Institution Building.

4.	 OCTAPACE Values.

5.	 Role efficacy.

Prof. Uday Pareek’s contributions to training and 
development can be conceptualized under various 
categories. The first category is his contribution to 
theoretical foundations of training and development. 
In the theoretical contributions, he along with Dr. Rolf 
Lynton was the first to publish a book on “Training 
for Development” in the year 1967 in USA. This book 
outlined many theories of training and pointed out 
a spiral model to make training effective. This book 
was subsequently revised three times and every time 
the focus shifted to use new theories and concepts of 
training and development. It is difficult to summarise 
a whole book and its development across the last 
nearly five decades. Those interested should read the 
various editions of his book by Lynton and Pareek. 

The next set of contributions of Dr. Pareek to the 
field of training and development are in the areas 
of training methodologies, Dr. Pareek is known for 
his work in conducting and imparting knowledge 
of psychology and organisational behavior as well 
as impacting the attitudes of managers, leaders, 
teachers, headmasters, religious and spiritual leaders, 
CEOs, CXOs, and many other categories of people 
using “laboratory methodology”. The laboratory 
methodology which both Dr. Pareek and I used for 
over four decades usually started with a “Microlab”. 
A microlab is a series of activities designed in the 
beginning of a two or three day workshop (could be 
also a one-day workshop). The activities are quickly 
undertaken by participants in a 40 to 60 minutes 
time where they are given open space to interact and 
every 2 to 3 minutes the activity changes.

Both of us have written an article which was also 
published in the University Associates, popularly 
known as Pfeiffer and Jones volumes, on designing and 
conducting a microlab (Pareek and Rao., 1980). The 
microlab introduces all the inputs that are going to be 
covered in the subsequent sessions in short activity 
form. For example, if we are teaching interpersonal 
trust as a concept and its significance to productivity, 
one of the items may be people meeting and sharing 
with each other an incident where interpersonal 
trust played a significant role and changed the life of 
the individual positively or negatively. The microlab 
includes items like introducing each other using non-
verbal symbols, drawing one’s life line on a paper 
within a short period or a diagram represented by an 
animal and sharing with your partner, etc. These are 
also called icebreakers. But, we mostly used these for 
symbolizing the inputs of the workshop.

Udai Pareek also introduced psychometric testing 
and tests as tools for classroom teaching. Tests like 
FIRO-B, General Opinion Survey measuring tolerance 
for ambiguity, Interpersonal personal trust and locus 
of control a were some of the standard tests used 
in initial years. Testing was followed by feedback on 
them, and reflections followed by action plant. Udai 
Pareek extensively used classroom exercises like 
broken squares, hollow squares, etc. to teach team 
work and collaboration. Desert survival, landing on 
the moon, win as much as you can, etc. exercises 
were used. Udai Pareek’s contributions were mostly 
in explaining these exercises and drawing lessons 
for collaboration, competition, trust, synergistic 
decision-making, etc. In fact, we jointly brought out 
the book after experimenting with a large number 
of participants in various organizations in India, 
including the Reserve Bank of India, Air India, L&T, 
Crompton Greaves, State Bank of India, SAIL, and 
many other organizations. 

The laboratory, therefore, normally included a 
microlab followed by in exercise on sense of efficacy, 
followed by games on interpersonal trust, case 
studies, dealing with interpersonal trust or creativity 
or stress management, etcetera. Each exercise was 
followed by lessons drawn from these exercises. 
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The details of all these exercises can be seen in our 
book “Developing motivation through experiencing” 
published by Oxford and IBH in the year 1982.

TRAINING FOR DEVELOPMENT A SEMINAL WORK

Udai Pareek and Rolf Lynton have written the first 
book on training for development (Lynton and 
Pareek, 1967). This book was published first in the 
USA and was used as a text book on training and 
development. This book appeared much before the 
ASTD’s Handbook of Training and Development. 
This is a very comprehensive work on training and 
development and has outlined many aspects of 
training. The chapters covered focused on training 
process, training strategies, pre-training preparation, 
training methods, and principles in designing training 
programs. Developing the learners and creating 
a climate, understanding the trainees, evaluating 
training and providing support, the role of the 
training institution, the need for research in training 
and the future of training. After working for many 
years together in India and in Indonesia, both Lynton 
and Pareek have added to this original work.

In their book, Training for Development, Rolf P. 
Lynton and Udai Pareek noted in 1967 that India 
was spending $6 million on training. Since the much 
wealthier USA was then spending an estimated 
$12 billion annually on training, the magnitude 
of India’s effort was commendable. Such a heavy 
expenditure on the part of India as well as other 
developing countries suggests the need to evaluate 
the effectiveness of their training efforts. In too many 
cases, according to the Lynton and Pareek analysis, 
training takes a limited and passive form. Trainers 
have very little contact with the organizations from 
which the trainees come. They do a great deal of 
lecturing, and expect the trainees to memorize what 
is taught. Once the course is completed, training 
stops. Training, however, can take a much more 
dynamic form, as suggested by the “spiral model” 
in their book. (See for details: https://documents1.
worldbank.org/curated/en/215921479295197755/
pdf/110058-NEWS-Box396327B-PUBLIC-Urban-
Edge-Vol4-No8.pdf)

In the third edition of this book published by Sage 
India, Rolf P. Lynton and Udai Pareek reflected on the 
“speed of change” that the world had undergone 
in the two previous decades and included recent 
examples and illustrations. Since 1967, Training 
for Development has been regarded as the most 
comprehensive work available to professionals in 
the field of training and development. The authors 
focus on training not primarily as a source of new 
information, but rather as a means for changing 
behavior for lasting improvement on the job. This 
was published in 2011 just after Dr. Pareek’s demise. 

Feedback using Observation as a Method of Teaching 
and Change: I joined to work with Dr. Udai Pareek as 
Assistant Research Officer (ARO) in the ICMR Project 
“Motivation Training for Mental Health”. As they call 
it, he was the Principal Investigator and we were 
three AROs. The study was to analyze the classroom 
behavior of teachers in primary schools and linked it 
with the positive mental health of school children. 
The hypothesis was that “Directive teachers” have 
negative impact on student mental health as compared 
to “Non-Directive” teachers. The project contributed 
to developing psychometric tools to assess mental 
health of pre-adolescents and observe classroom 
behavior of teachers and statistically analyse their 
associations. The book Changing Teacher Behavior 
through Feedback (Rao and Pareek, 1971 and 2006) 
discusses test construction, observation techniques 
and feedback giving methodologies.

Pareek and Rao published many joint papers as a 
result of this project and two decades later a book 
“Changing Teacher behavior through Feedback”. This 
book highlights the importance of feedback itself as 
a change tool and training has a role in it.

Restructuring and managing organizational health 
and decision making at Gujarat Agricultural 
University (along with Ravi Matthai) resulted in 
a book Management Processes in Universities 
(Matthai, Pareek and Rao, 1978 and 1992). This work 
outlined the measurement of institutional health in 
agricultural universities and also provides insights 
about linking education and training with extension 
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and impacting farmers’ practices. Self-renewal 
program at Lawrence School Sanawar (along with Ravi 
Matthai) is a remarkable self-renewal laboratory that 
resulted in changing the tutorial system and many 
other aspects of school management. The details of 
this work have been presented in a revised version of 
our work on Institution Building (Matthai, Pareek and 
Rao, 2025), Ahmedabad Management Association. 
The significance of both these programs is that 
training is integrated into a number of interventions 
and demonstrates how in an agricultural university 
as well as in a school, training is just an intervention 
and it should be followed up with action. 

ISABS: Udai Pareek got trained at the National 
Training Laboratories (NTL) in the USA in T-Group 
training initiated by the famous behavioral scientist 
Kurt Lewin and team. Udai Pareek was the first Asian 
to be honored as member of NTL in 1968 itself. He 
along with Rolf Lynton, Abad Ahmad, Dharni Sinha, 
and Francis Meninzes of TMTC, Ishwar Dayal, Pulin 
Garg and others brought Applied Behavioral Science 
training to India and established the Indian Society for 
Applied behavioral Science (ISABS) which specialises 
in T-Group training which is called by many names 
and particularly as Basic Human Process laboratories. 

Udai also popularised various laboratory training 
tools through publications like Behavior Processes 
in Organizations (Pareek, Rao and Pestonjee, 1981) 
that gives many tools and case studies for training; 
Developing Motivation through Experiencing (Pareek 
and Rao, 1982) which gives detailed exercises to 
develop managers, entrepreneurs and leaders after 
trying these exercises in the countries like Malaysia: 
Handbook of Developing Entrepreneurship (1978) 
that gives policies and practices in developing 
entrepreneurs; Handbook of Psychological and 
Social Instruments that lists many tools for use in 
training and testing sessions (Pareek and Rao, 1974); 
Handbook of Trainers in Education Management 
based on a book developed for UNESCO, Bangkok 
(Pareek and Rao, 1981) that outlines many aspects 
of training specially for educational administrators.

EXTENSION MOTIVATION

Udai Pareek conceptualized Extension Motivation. To 
summarise, the concept extension motivation simply 
means a need or a desire to extend oneself or the ego 
to others and relate to a larger group and its goals. It 
means a motivation for helping others, working for 
larger goals that benefit larger groups or society. It 
also means an ability to sacrifice one’s own comforts 
and desires for the sake of others. It is this powerful 
motivation that has led to many great people to 
make sacrifices for the good of the larger community. 
All great preachers and saints have leaded a simple 
life and taught people to lead simple life. 

Mahatma Gandhi said Earth provides enough to 
satisfy every man’s needs, but not every man’s greed 
- it elucidates that the nature earth has enough 
resources and means to meet the basic requirements 
of a man but it can’t serve the endless greed of man. 
Here he also meant to help the needy people of 
the society. Dr. Pareek proposed that it is extension 
motivation that causes any given society to develop. 
“A super-ordinate goal probably arouses this motive. 
Such goals may therefore be important not only in 
developing harmony but also in sustaining motivation 
of people in development” (Effective Organizations, 
Pareek 2002, p. 120).

I consider this as very appropriate in today’s 
circumstances when both India, at macro level and 
at micro-level, and the world at large is witnessing 
certain events that threaten the mankind. These 
events include scams that have shaken the very 
basic fabric of a country, unethical and irresponsible 
dealings by some of the corporate sector leaders 
who sacrificed basic values and long-term interests 
of the company or the country for immediate 
financial gains. Incidents like these result in 
confusion in the minds of people and loss of faith on 
professionals and professionalism. In my view, the 
reason behind the scams and unethical activities like 
insider trading, fudging of accounts etc. take place 
essentially because of greed and selfishness. This 
greed and selfishness is obviously on the increase. In 
my view, Extension Motivation and Extension Values 
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are antidotes to such diseases. They work both as 
antidotes to cure and even prevent selfishness and 
unethical exploitation of others for short-term gains 
of a few.

Dr. Pareek had written his book “Beyond Management” 
in 1981. He revised it in 1984 and again in 2002 and 
re-titled it as “Effective Organizations”. He dedicated 
the first volume to Ravi J. Matthai, the second one to 
T.V. Rao and the third to Rolf and Ronnie Lynton - a 
unique couple engaged in institution building across 
cultures. It is not unusual for Dr. Pareek to dedicate 
his books to his students. He dedicated one of his 
books to his disciples - Dr. Mahindra Singhvi and Dr. 
Narendra Dixit. This is something to emulate and 
speaks of the person.

Two articles of Dr. Udai Pareek “A Motivational 
Paradigm of Development” published in the Journal 
of Social Issues, 1968, 24(2), 115-122 (and also in 
Indian Educational Review, 1967, 105-111) and the 
second one on “Motivational Patterns and Planned 
Social Change” published in International Social 
Science Journal, 1968, 20(3), 464-473. Both appeared 
in the book on Effective organizations. In his article 
on Motivational paradigm for development, Dr. 
Pareek gives simple formula that Development = 
(Achievement Motivation X Extension Motivation) – 
Dependence Motivation. If you want socio-economic 
development to take place, increase achievement 
motivation and extension motivation and decrease 
dependence motivation. Motivation occupies an 
important position in the dynamic process of social 
change. The paradigm Dr. Pareek suggested is:

“Motivation causes human behavior, and to that 
extent “causes” changes in a community, like 
increased entrepreneurial activity or adoption of new 
methods. But, I don’t view it as a primary cause of 
change in human society. Motivation is a strong and 
important link in the dynamic causal cycle of human 
evolution” (p. 117). “According to this paradigm, a 
specific societal system generates a specific pattern 
of motivation and system of values which strengthen 
it, sustain it and ensure its continuity. Behavior 
of people in the society is caused by dominant 

motivation in that society which in turn has been 
generated by the social system. This is perhaps a 
mutually confirming or reinforcing cycle.”

Poverty: Using this paradigm, Udai Pareek explained 
poverty as a consequence of low achievement 
motivation, low extension and high dependence 
motivations. He explained further to say that 
low achievement results in disproportionate risk 
taking, interest in chance and not control, lack of 
interest in feedback, high interest in friends and not 
experts, and low activity and initiative. Similarly, low 
extension results in lack of regard for others, lack of 
trust and faith in others resulting selfishness or self-
centeredness, and lack of cooperation. High need 
for dependency results in avoidance, fear of failure, 
seeking favour from supporters, and aggressively 
rejecting authority.

Lessons from Dr. Pareek’s Extension Motivation for 
Future of Nation Building and Institution Building: 

	● We must create an extension culture in India 
where (a) people value sacrificing their own 
conveniences for the sake of others and the larger 
goals; (b) they are willing to sacrifice short term 
gains for long-term good; and (c) they become 
considerate about future generations and leave 
the planet for their safety and healthy living of 
future generations.

	● We make policies that are driven by extension 
motivation and future. 

	● Extension values and related family of values 
should be promoted and taught in schools, 
colleges, families everywhere. 

	● Extension motivation and value based films & 
stories that promote the work done by social 
reformers and others should be made available 
to the public at large. Some industry groups are 
already making efforts in this direction. 

	● Corporate sector is genuinely motivated by 
concern for the welfare of the larger society and 
undertakes CSR activities out of such genuine 
concern and values than as a business strategy. 
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	● The government and various ministries make 
policies that truly reflect concern for the welfare 
of the society and long-term thinking rather 
than short-term goals. For example, the Finance 
Ministry may look at the extent to which tax laws 
are promoting development of the country than 
merely increasing tax collections in a particular 
year somehow to meet immediate needs. Other 
governance systems are made extension friendly.

	● Award ceremonies to felicitate those who help 
others to be organized.

	● Extension motivation and extension value to 
become a core value of the country and the 
education system. 

	● Recruitment to teaching, health and other social 
service professions is based on extension value. 

	● Scholarships are instituted for that exhibiting 
extension motivation.

INSTITUTION BUILDING

In his book “Beyond Management”, Dr. Pareek 
postulated, while tracing the history of management 
and differentiating it from Institution Building, 
the following: Administration was replaced by 
Management. Management should be replaced 
by Institution building. Administration has been 
concerned with successful maintenance of an 
organization, and its running according to laid down 
rules and regulations. Management brought in 
changed emphasis and is primarily concerned with 
efficiency i.e., accomplishing tasks with minimum 
resources. In recent years, in addition to concern for 
efficiency, organizations are striving for two other 
aspects: continued growth and development (self-
renewal) and creating a larger impact on a segment 
of the society or the entire society. For public systems 
the importance of both these aspects is too obvious. 

The first edition of the book had 13 chapters, the 
second edition had 36 and the last one expanded to 
have 43. The intention of the book is to help transform 
organizations into institutions. While Management 

is concerned with getting results, stability, quality, 
effectiveness, strategy, achievement motivation and 
competence; Institution building focuses on vision, 
future, trend setting, networking, culture building, 
mentoring, extension driven and empowering. Dr. 
Pareek differentiated Institutions from Organizations. 
To him “Institutions are distinguished by their mission, 
values and impact on society”. Institutions should be 
agents of change in the society and the community. 
Knowledge utilization is a focal point of the impact of 
Institution on the community. Institutions have self-
renewal process.

One main contribution of an institution is to generate 
new values in the society or in the field of its 
operation. The nine criteria suggested by Dr. Pareek 
for Institution Building are: 1. Attention to process, 2. 
Significance of goal or uniqueness of the filed-urgent 
social needs, 3. Innovative nature, 4. Autonomy, 5. 
Generating new values, 6. Impact, 7. Multiplication 
of know how 8. Linkages and 9. Development of 
people. Udai proposed a new value framework as: 
1. from elitism to populism, 2. From Percolation to 
growth, 3. Centralism to decentralization, 4. Isolated 
professionalism to dialogue.

Udai identified the following frameworks for decision 
making: 

1.	 Feudal framework which is based on ownership 
by a few. Dependency is the main motivation. 

2.	 Bureaucratic framework which is based on 
rules, procedures, control and the likes. Main 
motivations are control and affiliation; and 
relationships are political and based on clique 
formation. 

3.	 Managerial framework is focused on efficiency. 
Relationships are task driven; motivations are 
achievement and power driven. 

4.	 Institution building framework where health 
and organization’s growth are primary concerns. 
Collaboration, extension and creativity are the 
motivation patterns.
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In my view, the physicist and founder of ISRO (Indian 
Space Research Organization), Vikram Sarabhai, and 
Ravi Matthai, the founder of IIMA, are two great 
institution builders. Sarabhai built a number of 
institutions in different fields, most importantly in 
space and management. Ravi Matthai promoted his 
belief of professionalizing management and actively 
demonstrated in his own life how management 
should enter all sectors. 

Take IIMA. The symbols that differentiate people 
are minimal here. Every faculty member gets the 
same-sized room and each one, irrespective of 
their designation, shares the same secretary and 
privileges. You charge the same consulting fee 
irrespective of the designation. You are addressed as 
professor, irrespective of whether you are a professor 
or assistant professor. There are no departments 
and there are only areas. The term ‘area’ signifies a 
broad categorization. You may be a member of more 
than one area, group, or centre. You may also change 
areas. All these are organizational mechanisms to 
create a larger identity and bring down the overheads 
or transaction costs associated with management of 
the system. IIMA follows most of the principles Udai 
enumerated. (Reproduced from T.V. Rao . “Managers 
who Make a Difference”: IIMA Books: Random 
House, 2010).

Lessons on Institution Building for Future

Heads of educational Institutions, Vice Chancellors, 
MDs, CEOs, Ministers and all those heading Govern-
ment and Non-Governmental agencies should under-
stand these principles of Institution building. 

First, they should respect and imbibe this Institution 
building role as a part of their role. Their appointments, 
socialization, performance reviews, incentives and 
continuance in office should be subjected to a review 
of the extent to which they understand and follow 
the above conceptualization and values of Institution 
building. They should be super ordinate goal driven, 

less dependency driven, and more achievement 
driven. Then only will we have great Institutions 
built. As recommended by Dr. Pareek, Institution 
builders and heads of Institutions should be assessed 
and trained on the following roles and the extent to 
which they are discharging their roles: 

1.	 Identity creation role or the extent to which they 
promote unique identity for their organizations 
and at the same time ensuring societal 
contributions of the institution;

2.	 Enabling role in which they develop a variety 
of resources in the institution including human 
resources; 

3.	 Synergising role in which they ensure collective 
contributions and collaborative culture make 
the organization integrate various resources and 
systems, and achieve more than the sum of its 
parts; 

4.	 Balancing role where they balance conformity 
with creativity and short-term with long-term 
goals and activities; 

5.	 Linkage building role where the CEOs create 
linkages required with external agencies and 
subsystems; 

6.	 Futuristic role where they develop the capability 
to anticipate the future and future changes and 
prepare the institution to meet these needs or 
create its own future; 

7.	 Impact making role where the institution makes 
both internal impact through its achievements 
and climate it creates as well as the external 
impact in terms of influencing the policies in the 
field in which it operates; and finally; 

8.	 Super-ordination creating role where the top 
executive gives a sense of fulfilment to its 
members by deeply connecting what they do to 
the larger good of the society.
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OCTAPACE Values

Another important contribution of Udai Pareek 
is his conceptualization of OCTAPACE values and 
OCTAPACE culture. Though these values and 
dimensions of culture individually are talked about 
in many ways from the time of famous behavioral 
scientist Kurt Lewin and subsequent organizational 
theorists, putting them together and pointing out 
their significance for organizations to leverage 
talent and capabilities is new. These values are 
embedded in our conceptualization of “Integrated 
HRD system” in Larsen & Toubro in 1975 and 1977 
(See Pareek, U and Rao, T.V. Pioneering the Human 
Resources Development System in Larsen & Toubro, 
our consultancy report published by the Academy 
of HRD with permission from L&T in the year 1988). 
In recent times, I have added three more values to 
these and made them as POCTAPLACED values and 
culture where P stands for Purpose, L for learning 
and D for discipline. 

Reproduced below is an explanation summarized 
by Shashank, K.S.G. (2025) in the Business Manager 
magazine published in the memory of Udai Pareek: 

The study of the OCTAPACE culture of any organization 
helps us identify the organizational climate practised 
in the workplace. Later, training can also be provided 
to the employees to maintain a healthy environment 
and can also leverage the survey outcomes to deal 
with various problems that exist in the organization.

Organizations which have utilized the OCTAPACE 
survey to evaluate and improve their organizational 
culture and employee engagement are Hindustan 
Unilever Limited (HUL), Larsen & Toubro (L&T), TATA 
Steel, Infosys, Wipro, Godrej Group, Mahindra & 
Mahindra, BHEl, Air India, ICICI Bank. etc.

The OCTAPACE survey is used within many 
companies as part of broader organizational culture 
assessments, leadership development initiatives, 
and employee engagement programs. Although 
the specific mention of the OCTAPACE survey is not 

always found in public-facing reports or marketing 
materials, it is often used within internal HR and 
leadership programs, and evidence can be found in:

	● Academic research and management journals.

	● Case studies published by consulting firms.

	● Internal reports on leadership and cultural 
initiatives.

	● Employee engagement programs and internal 
surveys.

The framework’s influence is visible in the companies’ 
focus on creating open, collaborative, and trusting 
environments, even if the exact tool (OCTAPACE) is 
not explicitly mentioned.

A Brief Explanation of the 8 Ethos/Values

1.	 Openness: This value is related to freedom 
of expression in an organization. It refers 
to spontaneous expression of feelings and 
thoughts. It also includes receiving feedback and 
information from others without being defensive.

2.	 Confrontation: This value is related to courage. 
It refers to facing problems and not shying away 
when problems arise. It includes in-depth analysis 
of the problems of people, as well as actively 
taking on organizational challenges. 

3.	 Trust: This value relates to mutual trust among 
the members of an organization. This refers 
to maintaining and ensuring confidentiality of 
important information that may be shared by 
others. It is also important to not misuse this 
information. Trust includes a sense of mutual 
assurance to employees that other stakeholders 
will help them, if and when needed. It is also 
reflected in a commitment that all stakeholders 
will honour their mutual obligations as well as 
commitments.

4.	 Authenticity: This value relates to walking the talk. 
It refers to congruence between one’s feeling, 
saying, and doing. It means taking ownership of 
one’s actions and inadvertent mistakes. It also 
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includes freedom to share one’s feelings without 
any reservations. 

5.	 Proaction: This value relates to anticipating the 
future and acting upon it. This refers to taking 
initiative, and planning for the future, including 
preventive actions. It means calculating future 
payoffs even before taking any action. 

6.	 Autonomy: This value relates to empowering 
employees. It refers to providing employees with 
freedom to plan as well take actions in their work 
domains. It includes respecting and encouraging 
autonomy at individual as well as role levels. 

7.	 Collaboration: This value relates to mutual 
help and involvement of employees in task 
completion. It refers to giving help to others as 
well as asking for help from others. It includes 
team spirit among employees, and working 
together to resolve the problems faced.

8.	 Experimentation: This value relates to curiosity 
and scientific temperament. It refers to exploring 
and encouraging novel ideas and innovative 
approaches to resolve issues. It includes 
leveraging feedback for improvements as well 
as looking afresh at things. It also involves 
encouraging creativity.

Today, the OCTAPACE Culture survey is used to identify 
the level of ethos/values practised in organizations, 
Employee Engagement, and Job Satisfaction of 
employees.

Finally, the eight value elements of OCTAPACE, such 
as openness, confrontation, trust, authenticity, 
proaction, autonomy, collaboration and experimen-
tation have respective opposite poles of eight 
values too as mentioned by Pareek (2002)) - closed, 
avoidance, suspicion, manipulation, inertia, role 
boundness, conflict and safe playing. A single opposite 
pole means deterioration of the organizational 
culture and thus the emphasis remains in making 
OCTAPACE a combined value element.

The three values added later by T.V. Rao include the 
following: 

Purpose is leading purposeful life and undertaking 
any activity with purpose. Those who are purpose 
driven undertake any activity with a goal in mind and 
carry with them clarity of purpose.

Learning is an orientation to treat every experience 
and event as a source of learning and constantly 
looking for opportunities to learn.

Discipline is an attitude to respect systems and 
processes and follow them in a disciplined way.

Role Efficacy

In a recent article published in Business Manager 
Magazine of May 2025, Yatik Mehta described the 
contributions of Udai Pareek on Role efficacy. This is 
presented here. (See: Understanding Role Efficacy: 
The Core of Udai Pareek’s Model by Yatik Mehta, 
Consulting Executive, and TVRLS).

Understanding Role Efficacy: At its essence, role 
efficacy refers to the degree to which an individual 
feels effective, competent, and empowered in the 
organizational role. Udai Pareek argued that people 
are not just passive occupants of roles but active 
shapers of their work environment. This perspective 
challenged the traditional notion that roles are static 
and dictated solely by the organization. Instead, he 
emphasized that an individual’s perception, attitude, 
and engagement with the role significantly impacts 
the motivation, performance, and satisfaction of the 
person.

The model is structured around three key dimensions: 
Role Making, Role Cantering, and Role Linking. Each 
dimension is further broken down into ten elements 
that determine how effectively a person experiences 
his/her role. 

The Three Dimensions of Role Efficacy

1.	 Role Making: Shaping one’s Role: One of the 
most profound insights I gained from Prof. Udai 
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Pareek’s model is the power of role-making - the 
ability to proactively shape and define one’s role 
rather than merely accepting it as predefined 
by the organization. This dimension consists of 
three elements:

	● Self-Role Integration: I have learned that 
when individuals strongly identify with their 
role, they perform with greater confidence 
and motivation. This alignment between 
personal values and role expectations fosters 
deeper engagement.

	● Proactivity: The realization that employees 
are not just job performers but role creators 
was transformative for me. By encouraging 
initiative and innovation, organizations can 
harness untapped potential within their 
teams.

	● Creativity: The extent to which individuals 
can introduce new ideas, methods, and 
improvements in their roles significantly 
enhances role efficacy. I have seen this 
first hand in organizations that empower 
employees to experiment and contribute 
beyond their immediate job descriptions.

	● Confrontation: This was an eye-opening 
element for me. Udai Pareek emphasized 
that individuals with high role efficacy 
confront problems rather than avoid them. 
Confrontation is not about conflict but about 
facing challenges head-on, seeking solutions, 
and improving role effectiveness. 

2.	 Role Centering: The Importance of Role 
Significance: The second major lesson from 
Pareek’s model is the importance of role centering 
-how individuals perceive the importance and 
impact of their roles. This dimension consists of:

	● Centrality: The persons who believe their roles 
are vital to the organization; they experience 
higher levels of commitment. When I reflect 
on my career, the times I felt my work was 

central to the organization’s success were also 
the times I was most engaged.

	● Influence: Having the ability to affect decisions 
and shape outcomes gives employees a sense 
of purpose. Pareek’s insights reinforced my 
belief that empowering employees to have a 
say in their work environment enhances both 
satisfaction and productivity.

	● Personal Growth: A role that contributes 
to an individual’s professional and personal 
development is inherently more fulfilling. 
This realization made me more appreciative 
of organizations that invest in continuous 
learning and skill development.

3.	 Role Linking: Connecting Roles for Greater 
Impact: The third dimension, role linking, 
highlights the interconnected nature of roles 
within an organization. It comprises:

	● Inter-Role Linkage: The extent to which a role 
connects with others determines collaboration 
effectiveness. I have learned that fostering 
strong inter-departmental relationships is key 
to organizational success.

	● Helping Relationship: The presence of 
mentorship and support in a role enhances 
efficacy. This insight deepened my appreciation 
for coaching and feedback mechanisms in 
workplaces.

	● Superordination: When individuals see their 
roles contributing to a larger mission, their 
engagement increases significantly. Udai 
Pareek’s emphasis on purpose-driven work 
resonated deeply with my own professional 
experiences.

Applying Role Efficacy in Leadership and 
Organizational Development

One of the most valuable takeaways from Udai Pareek’s 
model is its applicability in talent management. I have 
seen that leaders who understand and cultivate role 
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efficacy within their teams are far more successful in 
building high-performance culture.

1.	 Enhancing Employee Motivation: Employees 
who perceive their roles as meaningful, 
influential, and growth-oriented are naturally 
more motivated. I have witnessed the difference 
in engagement between employees who feel 
empowered and those who see their work as 
routine and transactional.

2.	 Improving Organizational Productivity: When 
individuals take ownership of their roles, they 
contribute more effectively. Organizations that 
encourage role-making behavior benefit from 
increased innovation and efficiency.

3.	 Reducing Burnout and Role Stress: One of the 
most eye-opening insights for me was how 
unclear and rigid roles contribute to employee 
stress. By fostering role flexibility and clarity, 
organizations can significantly reduce burnout 
and turnover.

4.	 Developing Future Leaders: Role efficacy plays 
a crucial role in leadership development. Those 
who take initiative, seek influence, and build 
strong inter-role linkages are naturally prepared 
for higher responsibilities.

Yatik Mehta (2025) maintains, “As I reflect on what I 
have learned from Udai Pareek’s Role Efficacy Model, 
I am struck by how timeless and universally applicable 
it is. Whether in corporate settings, educational 
institutions, or social enterprises, the principles of 
role efficacy remain relevant. The model’s emphasis 
on empowerment, proactivity, and purpose-driven 
roles is particularly significant in today’s rapidly 
evolving work environment. Udai Pareek’s work 
has influenced how I view role effectiveness and 
organizational development. It has reinforced my 
belief that organizations thrive when individuals 
feel empowered, valued, and connected. The Role 
Efficacy Model is not just a theoretical framework; 

it is a practical guide for fostering motivation, 
engagement, and growth.”

SUMMARY AND CONCLUSIONS

Dr. Udai Pareek is no more among us. He was a 
life member of ISTD and I accompanied him to the 
first formation meeting of ISTD in Delhi in early 
1969. He was an ardent believer of Training as a 
tool for development. His contributions cut across 
traditional training method and classroom learning 
to experiential learning to use of psychometric tests 
and extend to reforms in society through training 
systems and institution building. Anyone who read 
his work gets a lot of insights for self-discovery, 
group development and organisational change, and 
institution building, 
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Prof. Udai Pareek: A Gentle Pioneer Who Humanized Indian HRD
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INTRODUCTION

There are mentors who teach, and there are mentors 
who transform. Prof. Udai Pareek belonged to the 
latter category. To me, he was not only a teacher and 
guide but also a living example of how intellectual 
brilliance can coexist with profound humility. 
Knowing him was a privilege; learning from him was 
a lifelong blessing.

Out of affection, I would address him as Udai Saab 
Ji, and this was often rewarded with a soft, genuine 
smile from a man I deeply admired.

At a time when Human Resource Development in 
India was still finding its vocabulary, Prof. Pareek was 
already shaping its philosophy. He did not merely cut 
and paste Western frameworks - he contextualized, 
humanized, and rooted them in Indian organizational 
realities. His thinking was innovative, often path-
breaking, yet always practical. He believed that 
institutions grow when people grow, and that belief 
became the cornerstone of his life’s work.

HUMILITY THAT DEFINED GREATNESS

What struck everyone who interacted with Prof. 
Pareek was his extraordinary humility. Despite being 
widely respected as a pioneer in HRD, he wore his 
stature lightly. There was no intellectual arrogance, 
no display of authority. Only a quiet assurance born 
of deep knowledge and clarity of purpose, I recall 
numerous interactions where he would gently redirect 
conversations to give credit to others. Recognition 
did not interest him; impact did. His satisfaction 

came from seeing ideas implemented, institutions 
strengthened, and professionals empowered.

He was simple in lifestyle, disciplined in thinking, and 
gracious in relationships. Titles and designations did 
not impress him; sincerity did. He valued authenticity 
over display, substance over rhetoric. What left a 
deep imprint on me was his alignment of thought 
and behavior. He practised what he taught - respect 
for people, openness to learning, and commitment to 
development. I witnessed this humility in moments 
that remain etched in my mind.

I recall delivering a presentation I had prepared with 
great enthusiasm. During my talk, I noticed Prof. 
Pareek quietly sitting in the last row; he wasn’t at the 
front and didn’t draw attention to himself. Instead, 
he listened attentively and took notes. At that time, 
I was relatively young. For a moment, I felt a bit 
uneasy - here was a pioneer in HRD, my mentor, a 
scholar of great stature, and taking notes during my 
talk. Later, when I expressed my surprise, he simply 
replied, “Whenever someone is sharing experience, 
there is always something to learn.”

That single moment redefined leadership and 
learning for me. It taught me that stature is never an 
excuse to stop being a student.

LEARNING BEYOND CLASSROOMS: THE DAL 
BAATI CHURMA LESSON

My learning from him was not confined to 
organizational frameworks or HRD systems. It 
extended to life’s simple, human experiences.
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I fondly remember an occasion when he invited my 
wife and me to his home for a traditional Rajasthani 
meal. As plates of Dal Baati Churma were served, I 
began eating it in my usual, uninformed way.

He smiled gently and stopped me.

With the patience of a teacher and the affection of 
an elder, he demonstrated the ‘right way’ to eat Dal 
Baati Churma. “How to crush the baati properly? how 
much dal to pour? how to balance it with Churma? 
and how the textures and flavors?” were meant to 
blend.

What may seem like a small culinary correction was, 
in truth, a life lesson. He believed in doing even 
simple things mindfully and correctly. Excellence, he 
often implied, was not reserved for boardrooms - it 
was a habit reflected in everyday acts.

That meal remains one of my fondest memories of 
him, not for the food, but for the warmth, informality, 
and human connection that defined him.

INNOVATIVE AND PATH-BREAKING THINKING

Prof. Pareek’s intellectual contributions were far 
ahead of their time. He viewed organizations not 
as mechanical systems but as living, evolving social 
structures. Long before ‘culture’, ‘values’ and 
‘engagement’ became management buzzwords, he 
was designing frameworks to diagnose and develop 
them.

His work on organizational climate, role efficacy, and 
institution building provided Indian organizations 
with indigenous diagnostic and developmental tools. 
He believed imported models often failed because 
they ignored socio-cultural contexts. Therefore, he 
invested enormous effort in developing assessment 
instruments and interventions suited to Indian 
realities.

What made his thinking path-breaking was not 
complexity but clarity. His frameworks were 
academically rigorous yet managerially functional.

Prof. Pareek’s vision extended beyond individuals to 
institutions. He believed sustainable change happens 
when systems embed developmental values.

He worked extensively in building HRD cultures 
in organizations. Strengthening educational and 
training institutions and promoting OD and HRD 
networks.

His institution-building work ensured that HRD did 
not remain personality-driven but became process-
driven and culture-anchored.

PIONEERING HRD INITIATIVES WITH PROF. T.V. RAO

Prof. T.V. Rao, an intellectual par excellence, and Prof. 
Pareek made the perfect Jugalbandi.

Prof Rao helped institutionalise HRD as a 
developmental function in India. Together, they 
moved organizations beyond administrative 
personnel management toward growth-oriented 
people systems.

Their pioneering contributions included:

	● Establishing HRD departments

	● Developmental performance appraisal

	● Potential and competency mapping

	● Feedback-rich organizational cultures

	● Linking individual growth with institutional 
strategy

Their work reshaped how progressive organizations 
viewed people development. Not as a cost, but as a 
capability.

Prof. Rao has continued to carry the torch he and 
Prof. Pareek lit together, building on the work they 
began. He has advanced by seamlessly embracing 
technology and social media, feeling equally at ease 
on podcasts and at conferences. I consider myself 
fortunate to have him as a mentor, and, like Ekalavya, 
I draw inspiration from his very presence, even  
from afar.
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Today, HRD is an established function in Indian 
organisations. Performance systems, development 
centres, competency frameworks, and organisational 
climate surveys are commonplace.

Yet, behind many of these institutionalised practices 
lies the pioneering work of Prof. Udai Pareek and 
Prof. T.V. Rao.

Focus on Continuous Learning

If there was one principle Prof. Pareek lived by, it 
was continuous learning. He remained a student all 
his life. Whether through books, field engagement, 
workshops, or conversations, he was constantly 
absorbing insights. He encouraged professionals 
to reflect deeply on experience and to treat every 
intervention as a learning laboratory.

He urged young HR professionals to build 
interdisciplinary understanding—drawing from 
psychology, sociology, education, and management. 
For him, HRD was not a function; it was a philosophy 
of human possibility.

Workshops he facilitated were immersive learning 
experiences. Participants did not just acquire tools; 
they underwent personal insight journeys. His use of 
experiential methods - role-plays, simulations, group 
processes - made learning transformative rather 
than instructional.

The image of him sitting in the last row, notebook in 
hand, remains for me the most powerful symbol of 
lifelong learning.

A LOW-PROFILE PERSONALITY IN A HIGH-
IMPACT ROLE

In today’s era of personal branding and visibility, 
Prof. Pareek’s low-profile personality feels almost 
otherworldly. He consciously avoided the limelight. 
Conferences, publications, and recognitions came his 
way, yet he never pursued them.

Despite his foundational contributions to HRD in 
India, he remained understated. He preferred small-
group dialogues over grand lectures, developmental 
workshops over ceremonial addresses, and field 
engagement over academic posturing. His satisfaction 
came from impact, not applause.

This low visibility sometimes meant that many 
younger professionals did not fully realise the scale of 
his influence. Yet, those who worked in HRD systems 
shaped by his ideas were unknowingly beneficiaries 
of his legacy.

MENTOR BEYOND METHODOLOGY

As a mentor, Prof. Pareek went beyond professional 
guidance. He shaped thinking, values, and orientation.

He encouraged independent thought rather than 
intellectual dependence. If one approached him with 
a problem, he would not give ready answers. Instead, 
he would ask reflective questions that helped one 
arrive at one’s own clarity.

He mentored through gentle nudges rather than 
directives, and insightful questions rather than 
prescriptions. His mentoring style built confidence. 
One left the conversations not overawed but 
empowered.

VALUES THAT EXTENDED BEYOND LIFE

His humility and social commitment extended even 
to his views on death.

He had clearly expressed his wish to donate his 
body for medical research upon his passing. For him, 
learning and contribution did not end with life; they 
could continue beyond it.

Equally telling was his desire that no memorial 
meetings be held in his memory. He did not want 
ceremonial remembrance; he believed the real 
tribute would be to live and practise the values he 
stood for.
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In that decision laid, the ultimate expression of his 
personality: low profile, purposeful, and deeply 
committed to societal good.

CONCLUSION

Prof. Udai Pareek was a rare blend of scholar, 
practitioner, mentor, and institution builder. His 
humility made him approachable; his intellect made 
him formidable; and his innovations made him 
timeless.

For those of us fortunate to have known him closely, 
his influence endures, not just in what we do but in 

how we think, mentor, and remain lifelong learners. 
In remembering him, one does not merely recall a 
professional pioneer but a humane thinker who 
placed people at the center of organizational life.

His life quietly reminds us that greatness need not be 
loud. Impact need not be visible. And true pioneers 
often walk softly as they transform generations. 
Sometimes, the most powerful lessons a mentor 
gives are delivered not from podiums but across 
dining tables, from the last rows, and through the 
dignity of the life they choose to live.

* * *
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ABSTRACT

Institution building has long been recognized as a cornerstone of India’s developmental trajectory, 
yet mainstream scholarship has often privileged structural, political-economic, and administrative 
dimensions over behavioral and leadership foundations. This paper highlights the normative-behavioral 
framework advanced by Prof. Udai Pareek with applied leadership narratives drawn from contemporary 
case studies of Indian management institutions. Prof. Udai Pareek’s work, rooted in human resource 
development (HRD), organizational development (OD), and culturally grounded behavioral science, 
reframed institutions as living social systems sustained by values, trust, and participatory leadership. 
Applied case narratives, such as those documented in Global Focus on the creation and sustainability 
of Indian management institutes, illustrate how these behavioral principles manifest in practice through 
leadership transitions, governance systems, and institutional resilience. By placing Prof. Pareek’s 
theoretical insights in dialogue with applied institutional experiences, the paper argues for a holistic, 
indigenous theory of institution building that integrates behavioral foundations with leadership praxis. 
The analysis highlights convergences between theory and practice, identifies critical limitations, and 
assesses contemporary relevance in the context of higher education reform, public governance, and AI-
driven policy advisory systems.
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DOES INSTITUTION BUILDING MATTER?

Institution building occupies a paradoxical position 
in Indian social science and policy discourse. 
It is universally acknowledged as essential for 
development, governance, and democracy, yet 
it remains conceptually diffuse and empirically 
underspecified (North, 1990). Mainstream analyses, 
whether rooted in political economy, public 
administration, or new institutional economics, tend 
to focus on formal rules, incentive structures, and 
state capacity (Selznick, 1957). Less attention has 
been paid to the human, behavioral, and leadership 
dimensions that animate institutions in practice 
(Mishra, 2024).

This weakness is particularly striking in India, 
where many post-independence institutions were 
founded not merely through legislation but through 
visionary leadership, normative commitment, and 
organizational experimentation (Pareek, 1981, 1997). 
The setting up of premier institutions such as the 
Indian Institutes of Management (IIMs), the National 
Institute of Design (NID), and various public sector 
enterprises was not only a matter of state policy but 
also of leadership praxis and behavioral alignment 
(Pareek & Rao, 1981).

It is worth mentioning that there are two intellectual-
practical traditions. They are especially significant in 
this regard. The first is the work of Udai Pareek, a 
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pioneer of HRD and OD in India, whose behavioral 
framework emphasized values, trust, and participatory 
leadership as the foundations of institutional 
resilience (Pareek, 1997). The second is the applied 
institutional leadership tradition, exemplified in case 
narratives such as those documented in Global Focus 
(Mishra, 2024). While Prof. Pareek provided the 
conceptual scaffolding, these case studies illustrate 
how behavioral principles are enacted in practice 
through leadership transitions, governance systems, 
and institutional sustainability. This paper deals with 
the following three facets:

1.	 How did Prof. Pareek conceptualize institution-
building beyond formal structures?

2.	 How do applied case narratives translate 
behavioral and leadership ideas into institutional 
practice?

3.	 Do these perspectives contribute to a 
contemporary theory of institution-building in 
India?

PROF. UDAI PAREEK’S BEHAVIORAL 
FOUNDATIONS OF INSTITUTION BUILDING

Backdrop

Udai Pareek’s intellectual contribution to institution-
building in India is distinctive because it reframed 
institutions not as static bureaucratic entities but as 
living social systems (Pareek, 1981, 1997). Drawing 
upon social psychology, organizational development 
(OD), and Indian philosophical traditions, Pareek 
argued that institutions are sustained by shared 
values, interpersonal trust, learning mechanisms, 
and leadership credibility.

His pioneering work in Human Resource Development 
(HRD) emphasized that capability development is not 
an auxiliary function but the very core of institutional 
viability (Pareek, 1981). For Pareek, training, 
feedback, role clarity, and participatory decision-
making were not peripheral tools but constitutive 
elements of institutional life. This orientation marked 
a departure from mainstream administrative theories 
that treated institutions as containers of rules and 
procedures.

Pareek’s intellectual stance was deeply normative. 
He believed that institutions must embody ethical 
commitments and cultural resonance if they are 
to endure. In this sense, his work anticipated later 
debates on institutional legitimacy, organizational 
culture, and leadership succession.

The Indian Context: Values and Culture

It is worth mentioning that Prof. Udai Pareek’s 
scholarship is related to his sensitivity to Indian 
socio-cultural realities. Prof. Pareek rejected the 
uncritical transplantation of Western management 
models, advocating instead for culturally grounded 
approaches (Pareek, 1997). Concepts such as 
shraddha (commitment), sahabhāgita (participation), 
and kartavya (duty) were woven into organizational 
diagnostics and interventions, making Pareek’s 
framework uniquely Indian yet globally relevant. 
These indigenous categories were woven into 
organizational diagnostics and interventions, making 
Pareek’s framework uniquely Indian yet globally 
relevant.

Institution building, in this view, involved cultivating 
normative alignment between individual motivation 
and institutional purpose. Without such alignment, 
Prof. Pareek argued, formal autonomy or financial 
resources could not prevent institutional erosion. His 
emphasis on values and culture resonates strongly 
with contemporary debates on institutional trust and 
legitimacy.

Leadership as Facilitation, Not Command

Pareek’s conceptualisation of leadership was the first 
of its kind. He viewed leaders not as commanders 
but as facilitators of institutional processes (Pareek & 
Rao, 1981). Leaders were institution builders in so far 
as they created enabling environments for learning, 
managed conflicts constructively, institutionalized 
feedback, and ensured succession continuity. Created 
enabling environments for learning are:

	● Managed conflicts constructively.

	● Institutionalised feedback and reflection.

	● Ensured leadership succession and role continuity.
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This facilitative model anticipated later concerns 
about founder’s syndrome and institutional fragility 
in India, where charismatic founders often failed to 
institutionalise succession mechanisms. Pareek’s 
insistence on distributed leadership and role clarity 
remains highly relevant for contemporary governance 
and higher education institutions.

HRD and OD as Institutional Core

Pareek’s most enduring contribution lies in his 
integration of HRD and OD into the very fabric of 
institution building (Pareek, 1997). He argued that:

	● HRD systems (training, appraisal, career 
development) are not support functions but 
institutional lifelines.

	● OD interventions (team building, role 
negotiation, feedback mechanisms) are essential 
for institutional renewal.

	● Institutions must be designed as learning 
organizations, capable of adapting to changing 
environments.

This perspective anticipated the later rise of concepts 
such as the learning organization (Peter Senge) 
and institutional resilience in development studies. 
Pareek’s originality lay in embedding these ideas 
within the Indian cultural and organizational context.

Normative-Behavioral Framework

Synthesizing these elements, Pareek’s normative-
behavioral framework of institution building can be 
summarized as follows:

	● Institutions as social systems sustained by values, 
trust, and learning.

	● Leadership as facilitation rather than command.

	● HRD and OD as institutional core, not auxiliary 
functions.

	● Cultural grounding through indigenous concepts 
of commitment, participation, and duty.

	● Succession and continuity as safeguards against 
institutional fragility.

This framework provides a conceptual lens through 
which applied case narratives of institution-building 
can be interpreted. It highlights the behavioral 
foundations that underpin institutional resilience 
and legitimacy in India.

CURRENT RELEVANCE

Prof. Pareek’s insights remain profoundly relevant 
today. In an era of AI-driven governance, digital 
platforms, and policy advisory systems, institutions 
risk becoming overly technocratic and data-centric. 
Pareek’s emphasis on human values, participatory 
leadership, and cultural grounding serves as a 
reminder that institutions are ultimately sustained 
by people, not algorithms.

His framework also offers guidance for higher 
education reform in India, where structural changes 
(new regulatory bodies, accreditation systems) 
must be complemented by behavioral interventions 
(leadership development, organizational culture, 
stakeholder trust).

Having outlined Prof. Udai Pareek’s behavioral 
foundations of institution building, the next section 
will examine applied case narratives from Indian 
management institutions as documented in EFMD 
Global Focus. These narratives illustrate how Prof. 
Pareek’s theoretical principles manifest in practice 
through leadership transitions, governance systems, 
and institutional sustainability.

APPLIED CASE NARRATIVES OF LEADERSHIP 
PRAXIS

We present below a case in creating, building, and 
sustaining an institution and its momentous journey 
to unravel the various facets of institution building to 
throw light on the distinct aspects and their similarity 
and divergence from Prof. Udai Pareek’s work.

Institution Building as a Journey

The Global Focus case study narrates the creation 
and sustainability of a management institute in 
India, Mishra (2024), as a momentous journey 
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of institution-building. Unlike abstract policy 
prescriptions, the case foregrounds the lived realities 
of leadership, governance, and organizational 
resilience. It emphasizes that institutions are not 
built overnight but through long-term commitment, 
adaptive strategies, and stakeholder engagement.

This narrative aligns closely with Pareek’s insistence 
that institutions are processes rather than events. 
The case illustrates how behavioral foundations, 
values, trust, and participatory leadership, are 
enacted in practice to sustain institutional legitimacy 
and continuity.

Leadership Frameworks and Practices

The case study highlights the importance of a 
leadership framework in institution building 
(Pareek, 1981, 1997). Similar themes are evident 
in the IIM‑Kozhikode experience, where leadership 
architecture and stakeholder inclusivity were central 
to institutional legitimacy (Kalro & Sharma, 2004). 
The special features include:

	● Clarity of roles: ensuring that leadership 
responsibilities are well-defined and distributed.

	● Succession planning: preparing for leadership 
transitions to avoid institutional fragility.

	● Mentoring and capacity building: nurturing 
future leaders within the institution.

These elements resonate directly with Prof. Pareek’s 
conceptualization of leadership as facilitation rather 
than command. Just as Prof. Pareek emphasized role 
clarity and succession, the case study demonstrates 
how distributed leadership and mentoring safeguard 
institutional continuity.

Governance Systems and Organizational Memory

Another major theme in the case study is the design 
of governance systems. Effective institutions are 
shown to rely on:

	● Transparent decision-making processes.

	● Accountability mechanisms that build trust 
among stakeholders.

	● Stakeholder engagement that ensures inclusivity 
and legitimacy (Mishra, 2024).

The case also underscores the importance of 
organizational memory, documentation, learning 
loops, and institutional narratives that preserve 
continuity across generations. Prof. Pareek’s 
framework similarly emphasized feedback, 
reflection, and learning mechanisms as constitutive 
of institutions (Pareek & Rao, 1981). The convergence 
here is striking: both theory and practice recognize 
that institutions thrive when they embed learning 
and memory into their structures.

Values and Culture in Practice

The case study illustrates how values and culture 
are not abstract ideals but operational realities. The 
management institute’s journey involved cultivating 
a culture of:

	● Commitment (shraddha) to institutional purpose.

	● Participation (sahabhāgita) in governance and 
decision-making.

	● Duty (kartavya) toward students, faculty, and 
society (Pareek, 1997).

These cultural dimensions mirror Pareek’s insistence 
on grounding institution-building in Indian socio-
cultural contexts. The case demonstrates how 
indigenous values can be operationalized to 
sustain institutional resilience, echoing Pareek’s 
normative-behavioral framework. Lessons from 
Stanford’s founding, as fictionalized in Franks’ 1891: 
A Novel about Stanford University, highlight how 
cultural embedding and visionary leadership foster 
institutional legitimacy (Franks, 2007).

Sustainability and Resilience

The case study emphasizes that institutional 
sustainability depends not only on financial resources 
or state support but on internal coherence and 
leadership continuity. Institutions fail, it argues, not 
merely due to external pressures but due to weak 
governance, lack of succession planning, and erosion 
of values (Mishra, 2024).
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Prof. Pareek made a similar point: without normative 
alignment and participatory leadership, institutions 
are vulnerable to decay even if they enjoy autonomy 
or funding (Pareek, 1981). The creation of the Indian 
School of Business, as narrated by Sinha (2011), 
illustrates how entrepreneurial coalition building, 
global benchmarking, and stakeholder engagement 
can sustain institutional resilience in contemporary 
India. Both perspectives converge on the idea that 
sustainability is behavioral as much as structural.

Applied Case as an Institutional Experiment

The case study itself can be read as an institutional 
experiment, bridging academia, policy, and practice 
(Mishra, 2024). It functions as a knowledge 
intermediary, translating leadership theory into 
actionable frameworks while remaining grounded in 
Indian realities.

This mirrors Prof. Pareek’s own intellectual project, 
which sought to integrate behavioral science 
with organizational practice. Both approaches 
reject technocratic models of institution building, 
emphasizing instead reflective leadership, ethical 
governance, and long-term sustainability. The applied 
case study and Prof. Pareek’s behavioral framework 
converge on several key propositions:

	● Institutions are sustained by people, not merely 
by rules.

	● Leadership is central to institutional resilience.

	● Values and culture matter as much as structure 
and finance.

	● Learning and feedback are essential for 
institutional renewal.

These convergences demonstrate that Prof. Pareek’s 
theoretical insights are not merely abstract but find 
concrete expression in the lived realities of Indian 
institution building. Having examined Prof. Udai 
Pareek’s behavioral framework and the applied case 
narratives, we now propose to synthesize these 
perspectives.

CRITICAL INSIGHTS AND PRESENT-DAY 
RELEVANCE

We present below some critical insights and 
the present-day relevance of Prof. Udai Pareek’s 
framework and an applied case narrative.

Critical Insights: Prof. Pareek’s Framework and 
Applied Case Narratives

The integration of Prof. Udai Pareek’s behavioral 
framework with empirical case studies of institution 
building in India stresses synthesis of theory and 
practice (Pareek, 1981, 1997; Pareek & Rao, 1981; 
Mishra, 2024; Kalro & Sharma, 2004; Franks, 2007; 
Sinha, 2011).

	● Both perspectives underscore that institutions are 
not sustained by structures alone but by human 
values, leadership praxis, and organizational 
culture.

	● Shared Emphasis on Values and Culture: 
Pareek’s insistence on shraddha (commitment), 
sahabhāgita (participation), and kartavya (duty) 
finds resonance in the case study’s emphasis on 
cultivating a culture of commitment, inclusivity, 
and responsibility. Both highlight that institutional 
resilience depends on embedding values into 
everyday practices.

	● Leadership as Facilitation: Pareek conceptualized 
leaders as facilitators who enable learning, 
manage conflicts, and institutionalize feedback. 
The case study illustrates this principle in practice 
through distributed leadership, mentoring, and 
succession planning. Leadership is shown to be 
central to institutional continuity.

	● Learning and Organizational Memory: Pareek’s 
framework emphasized feedback and reflection 
as mechanisms of institutional renewal. The case 
study similarly highlights organizational memory, 
documentation, narratives, and learning loops 
as essential for sustaining institutions across 
generations.
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	● Sustainability Beyond Resources: Both 
perspectives reject the notion that autonomy or 
financial resources alone guarantee sustainability. 
Instead, they argue that internal coherence, 
leadership continuity, and normative alignment 
are indispensable.

Together, these convergences suggest that Prof. 
Pareek’s behavioral framework provides a conceptual 
lens through which applied case narratives can be 
interpreted, while the case study demonstrates the 
practical enactment of these principles in real-world 
contexts.

Divergences and Complementarities

Despite these convergences, important divergences 
exist between Pareek’s theoretical framework and 
the applied case study:

	● Theoretical vs. Strategic Orientation: Prof. 
Pareek’s work is primarily normative and 
theoretical, rooted in HRD and OD concepts. The 
case study, by contrast, is strategic and applied, 
focusing on governance systems, leadership 
transitions, and stakeholder engagement.

	● Internal vs. External Focus: Pareek foregrounded 
internal organizational dynamics, values, culture, 
HRD systems. The case study engages more 
explicitly with external stakeholders, policy 
environments, and global accreditation standards 
(North, 1990; Selznick, 1957).

	● Tools vs. Systems: Pareek emphasised HRD and 
OD tools (training, role clarity, feedback). The case 
study highlights leadership systems, governance 
architecture, and institutional narratives.

These divergences are complementary rather than 
contradictory. Pareek provides the behavioral 
foundations, while the case study illustrates 
the strategic enactment of these foundations in 
practice. Together, they constitute a holistic theory 
of institution building that integrates behavioral 
and structural dimensions. While the synthesis of 

Pareek’s framework and applied case narratives is 
illuminating, several critical reflections are necessary:

1.	 Political Economy Constraints: Both perspectives 
tend to underplay the role of political economy, 
power asymmetries, patronage networks, and 
regulatory capture. Institutions in India often 
face external pressures that cannot be addressed 
solely through behavioral or leadership 
interventions.

2.	 Scalability Challenges: Prof. Pareek’s reliance 
on leadership facilitation raises questions about 
scalability in large bureaucracies (Mishra, 2024). 
Similarly, the case study’s emphasis on mentoring 
and succession planning may be difficult to 
replicate in sprawling public institutions.

3.	 Empirical Documentation: While Prof. Pareek’s 
framework is conceptually rich, empirical 
documentation of long-term institutional 
outcomes remains limited. The case study 
provides narrative evidence but lacks a systematic 
evaluation of institutional performance over 
decades.

4.	 Integration with Macro-Level Analyses: The 
behavioral tradition needs to be integrated with 
macro-level analyses of state capacity, regulatory 
frameworks, and political economy to provide a 
comprehensive theory of institution building.

Contemporary Relevance

The relevance of Prof. Pareek’s behavioral framework 
and applied case narratives is arguably greater today 
than ever before (Howlett & Mukherjee, 2019).

	● Higher Education Reform: Indian universities 
and regulatory bodies face crises of credibility, 
autonomy, and leadership continuity. Structural 
reforms (new accreditation systems, regulatory 
bodies) risk reproducing institutional fragility 
unless complemented by behavioral interventions 
(leadership development, organizational culture, 
stakeholder trust). Prof. Pareek’s framework offers 
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guidance for cultivating values and participatory 
leadership in higher education institutions.

	● Public Governance: Public institutions in 
India often suffer from bureaucratic inertia 
and politicisation. Prof. Pareek’s emphasis on 
facilitative leadership and organizational learning 
can help rejuvenate governance systems. The 
case study demonstrates how distributed 
leadership and organizational memory can sustain 
institutions even in challenging environments.

	● Policy Advisory Systems (PAS): In the emerging 
landscape of policy advice, marked by data 
analytics, AI tools, and networked governance, 
institutions risk becoming overly technocratic. 
Prof. Pareek’s framework reminds us that human 
values, ethical judgment, and participatory 
leadership remain indispensable. Applied case 
narratives show how these principles can be 
operationalised in practice (Mishra, 2024).

	● AI and Digital Governance: As India integrates AI 
and digital technologies into governance (India 
AI Mission, BHASHINI, AIKosha), Prof. Pareek’s 
insights provide a counterbalance to technocratic 
tendencies. Institutions must remain grounded 
in human values and cultural contexts to ensure 
legitimacy and inclusivity.

CONCLUSION

Institution building in India has historically been 
examined through the lenses of political economy, 
administrative capacity, and structural design (North, 
1990; Selznick, 1957). However, the behavioral 
foundations (Pareek, 1981, 1997; Pareek & Rao, 
1981) articulated by Prof. Udai Pareek and the applied 
leadership narratives documented in case studies of 
Indian management institutes together offer a richer, 
more holistic understanding.

Pareek’s normative–behavioral framework reframed 
institutions as living social systems, sustained 
by values, trust, participatory leadership, and 
organizational learning. His emphasis on culturally 

grounded concepts such as shraddha (commitment), 
sahabhāgita (participation), and kartavya (duty) 
provided an indigenous vocabulary for institution 
building. The applied case narratives, meanwhile, 
illustrate how these principles manifest in practice 
through leadership architecture, governance 
systems, organizational memory, and sustainability 
strategies.

The comparative analysis reveals strong convergences: 
both perspectives highlight the centrality of people, 
values, and leadership to institutional resilience. 
At the same time, their divergences, theoretical 
versus strategic orientation, internal versus external 
focus, are complementary, together constituting an 
indigenous, practice-informed theory of institution 
building.

Critical reflections remind us that behavioral and 
leadership approaches must be integrated with 
political economy analyses to address constraints 
such as patronage, regulatory capture, and scalability 
challenges (North, 1990). The contemporary 
relevance of this tradition is undeniable (Howlett & 
Mukherjee, 2019). In higher education reform, public 
governance, and AI-driven policy advisory systems, 
Pareek’s insights and applied case lessons underscore 
that institutions cannot be sustained by structures or 
technologies alone. They require ethical leadership, 
cultural resonance, and organizational learning.

Institution building, as Pareek and the applied 
narratives remind us, is not an event but a process, 
fragile, contested, and deeply human. By synthesizing 
behavioral foundations with applied leadership 
praxis, this paper contributes to a more holistic and 
indigenous theory of institution building in India, one 
that is urgently needed in the face of contemporary 
institutional challenges.
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Designing & Conducting Microlab for Training*
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WHAT IS A MICROLAB?

“Microlab” emerged historically as an introductory 
exercise in the Sensitivity Training Laboratory. In 
place of making verbal statements to introduce 
the training program, a microlab conforming to the 
culture of T-group enables the participants to live 
through an epitome of a laboratory program. The 
participants are exposed to a variety of experiences 
in a brief period. As the T-group culture is based on 
experiential learning, self-presentation, interpersonal 
feedback, experimentation, identification of feelings 
etc., in a climate of trust and openness using 
methods of learning by discovery, microlab is used 
to symbolically represent the nature and the variety 
of experiences and processes the participants are 
going to have in the groups. The authors used it first 
time in India in 1967 in T-group programs. However, 
their experience of using microlab while working in a 
variety of laboratories and other programs designed 
for personnel, organizations, and community change 
indicated that microlab is a very useful potential 
exercise in many training programs if it is designed 
and used properly. The present paper is intended 
to share our experiences using the microlab and its 
modified forms in different programs. It may be of 
some help to other trainers to design microlab in 
their programs.

For a training program to be effective, it would be 
necessary to have the initial phase of preparing 
participants for the change which is being attempted 
by a trainer. This, to use the terminology of Kurt 
Lewin, may be called unfreezing. Without such an 
initial input, benefit from the various training inputs 

may not be maximized. There are various ways 
in which such an initial input could be planned. 
One way of approaching this problem is through a 
microlab. Microlab is a small capsule for the total 
training design with the main emphasis on unfreezing 
the participants and enhancing their motivation 
to benefit from the training program. Microlab 
preceding a laboratory program is like an abstract 
preceding an article in a journal or an abstract given 
in the introductory chapter of a thesis. In some ways, 
it is an appetizer for the food that is going to be 
served.

CONDUCTING A MICROLAB

In a typical microlab situation, the participants and 
the trainer assemble in a large room which has 
enough open space to move about freely. The trainer 
makes no attempt to introduce the training program; 
instead he directly introduces the microlab. He states 
that the first session starts with one trainer or the 
other announcing an event, to which the participants 
may volunteer to respond in any way they like. The 
trainer then requests the group to mill around in 
the room. The participants may sometimes show 
surprise and hesitancy. The trainer may repeat his 
“request to move around”. After a minute or so of 
the milling, the trainer may instruct the participants 
to form pairs, triads, quadrates, etc. After obtaining 
the required structure, the trainer announces the 
task and indicates the time limit. At the end of the 
period allotted, which is often only a few minutes, 
the trainer requests them to move away from their 
partners and mill a while. He then restructures the 
group and announces the next item. The microlab, 
thus, continues as a series of events.
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The structure of the group generally changes with 
each change in activity. Sometimes, the activity may 
be in pairs, sometimes in triads, quadrates, etc., 
sometimes just dividing the cluster into two sub-
groups.

PURPOSES OF A MICROLAB

Some of the purposes served by the microlab are as 
follows:

1.	 It serves as a mechanism to unfreeze or open 
up the participants. It is an excellent and quick 
warm-up mechanism that puts participants 
straight into the program and at the same time 
serves various other purposes. Generally, when 
the participants come, they come with certain 
expectations about the program. They may be 
expecting some lectures, they may be thinking 
that this is yet another routine program, they may 
be feeling anxious and uncertain, are inhibited to 
ask questions and so on. By putting them through 
several quick-changing and activity-oriented 
exercises their preconceived notions and 
inhibitions are broken. They start raising more 
questions, the uncertainty probably increases, 
and they get an opportunity to talk and explore 
freely, and that helps them unfreeze. Thus, it sets 
the stage for learning.

2.	 It serves the purpose of taking the participants 
through a series of experiences they are going 
to have in the total program. Generally, in the 
microlab, the various items used or questions 
shared deal with different dimensions, concepts, 
or aspects that are likely to be discussed during 
the program. For example, in a microlab that 
is used to start a motivation program, several 
questions dealing with motivation are utilized. 
However, the methodology that is going to be 
used in the program needs not to be simulated in 
the microlab. For example, if some psychological 
tests are being used to provide feedback to the 
participants, it may not be always feasible to use 
a micro-instrument in a microlab. Instead, the 
dimension of feedback could be simulated by 

asking the participants to point out some good or 
bad points in others.

3.	 Microlab serves as an instrument to tune the 
participants to the program by arousing their 
curiosity about what is happening.

4.	 Microlab helps to communicate to the 
participant that the program he is attending is 
unconventional and different, it requires a lot of 
active participation by him in the program, and 
that he is free in discussing various things.

5.	 It helps to break the usual expectation which the 
participants may have about the training program 
in terms of only passively receiving instructions.

6.	 It helps to raise new expectations and establish 
new norms of behavior like expressing feelings to 
one another, feeling free to seek help, to prepare 
to experiment, etc.

7.	 It helps to maximize interaction among 
participants and helps them to know one another 
on the dimensions on which they usually do not 
get acquainted or interact with one another.

DESIGNING A MICROLAB

Microlab is generally introduced only at the 
beginning of a laboratory program. However, it can 
be used in various other situations and in various 
forms. For example, microlab can be used to begin a 
lecture-based program where no other methodology 
is used. Here, the microlab may not communicate 
the unconventionality of the program, but it may 
prepare the participants for free transactions. 
On such occasions, it is advisable to announce 
that the microlab is being used only for providing 
an opportunity for multiple interactions among 
participants in a short period and for generating a 
free atmosphere. Generally, after the microlab, the 
participants tend to enquire about the purpose of 
the session. A small explanation in this regard may 
be helpful.

Microlab can be used for various durations. Where 
for short-term programs the microlab may be for 
an hour, for long-term programs this may take a full 
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day. In such cases, it may be appropriately called 
“microprogram”, “microlecture”, “microsessions”, 
etc., rather than microlab. However, if the 
microprogram is conducted using lab form where 
people get opportunities to experiment, it could be 
called a microlab. Since it is easier and conventional, 
the term microlab is suggested for all the other 
micros.

The following points may be kept in view while 
planning a microlab:

1.	 The microlab should not have items which can 
be completely discussed. Most of the discussions 
may be designed for a short time, but are not to 
be completed and finished there. Microlab should 
stimulate interest and keep a little suspense on 
these items.

2.	 There should be a high level of activity in the 
microlab. The success of the microlab depends 
on the pace with which the various activities 
could be done.

3.	 There should be a variety of items in the microlab.

4.	 Microlab should be designed well in advance, 
including sequencing of the various items. For 
example, one microlab could move from items 
related to the self to those relating to the roles, 
going from there to the total organization, etc. 
There should be enough preparation and each 
item should be written down in detail.

5.	 There should be enough variety in the microlab 
and some unconventional ways of stimulating 
people like fantasies, drawings, skits, blind-
walking, fishbowl, crawling, role plays, etc., 
should also be used.

6.	 If more than one faculty member is involved in 
the microlab, it may be useful to take turns in 
running the items. In such a case, those who are 
not running a particular item may participate in 
other items.

MICROLABS IN DIFFERENT GROUPS

This section reports the various activities or exercises 
the authors have used in running the microlab for 

different groups. These activities may give an idea 
about the various dimensions that can be used in 
microlabs.

A. Cross-Cultural Groups

Microlab can prove to be a very valuable tool in 
warming up and bringing closer cross-cultural groups 
that are meeting for a brief period of time over a 
conference or a training program.

A group of bankers from different Asian countries 
underwent a one-month training program on 
development banking. The first two days of their 
program were devoted to introductory exercises 
to bring the participants closer and understand 
and appreciate each other’s culture. The two-day 
program began with a 2-hour microlab session. The 
following were some of the items included:

a.	 Pair up a person from another country and explain 
the significance your name has in your country.

b.	 Pair up with a person from another country and 
share with him one significant aspect of the role 
you perform in your organization.

c.	 Pair up with a person from another country and 
mention a significant role your organization has 
played in the past in your country.

d.	 Identify a new development role your organization 
can play in your country in the context of your 
country’s present needs and share with your 
partner.

e.	 Use three adjectives to describe some positive 
aspects of your culture and share with your 
partner.

f.	 Use three adjectives to describe some aspects of 
your culture you do not like or you see there is 
scope for improvement.

g.	 Share with your partner the image you have of 
his culture using three adjectives.

h.	 Share with the others in your triad how do you 
feel being here at this moment.
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i.	 Share with the others in your group the image 
you have of this host country.

j.	 Share with your partner the places of interest 
you are planning to visit in this country during 
your stay here.

k.	 Share in your group an area of concern you have 
in relation to this program.

l.	 Share in your group the expectations you have 
about this one-month program and in what other 
way you want to make use of this experience.

m.	 Share with your partner one problem you have 
recognized about yourself in programs of this 
kind in the past and how you plan to overcome 
that.

n.	 Share with your partner one of your strong 
points as a person and one of your weak points 
as a person.

o.	 Tell your partner something you like in him.

Most of these were conducted in pairs or in triads. 
Items dealing with the “self” were kept to the 
minimum as in the one month program there was 
no provision for working at the self-level. Items on 
role were not emphasized as the program was not 
meant to increase their role effectiveness but to 
provide them experiences of development banking 
in different countries. The emphasis was on sharing 
the cultures and understanding one another. Some 
of the items were shared only in pairs, some in 
triads, some in groups of four and some in the total 
group. There were thirty participants. The microlab 
was followed by structured exercises on resource 
utilization, planning, collaboration, etc. dimensions. 
The feedback at the end of the program indicated 
that the participants gained a great amount of 
momentum and felt very free during the one month 
program as a result of these experiences.

In another international group of Sisters of the 
Immaculate Heart of Mary meeting for a review 
conference, the microlab was used to introduce 
them to the unconventional methods of organizing 

the conference and take them through such 
methods. The Sisters were drawn from all over the 
world and included the top team of four along with 
their Superior General from Rome. The conference 
aimed at reviewing the work done by the Sisters in 
different countries, their effectiveness as a team, 
understanding the needs of Sisters working in poorer 
and backward countries, the context, constraints and 
difficulties under which they were working, appreciate 
each other’s problems and plan the future directions. 
Sisters from each country brought a report to discuss 
and share. The detailed experiences provided to this 
group are presented elsewhere.1  The following items 
were used in the microlab which was held at the 
beginning of the conference. One of the constraints 
this group had was that of language. About a half 
of them did not know English but knew French and 
the rest knew English and were not fluent in French. 
During the conference, a simultaneous translation 
system was organized. However, in the microlab, 
the Sisters had to invent their own mechanisms and 
mostly communicated through slow language. Only 
the instructor’s instructions were translated into 
French so that everyone understood.

a.	 Mill around and while you are moving greet each 
other non-verbally or through symbols.

b.	 Form pairs and introduce to each other non-
verbally something about the place where you 
are working.

c.	 Share with each other something that has struck 
you in this country since the time of your arrival 
here.

d.	 What impresses you most about people in the 
place you are working. Share with your partner.

e.	 Use three adjectives to describe the people with 
whom you work and communicate them with 
your partner.

f.	 Share in your triad your image of the Sisters of 
your congregation in countries represented by 
the other two.

1Pareek, Udai. Process consultation with an international conference. 
ASCI Journal of Management, 1970.
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g.	 Tell the other Sisters in your triad one thing that 
you are in need of for your effective work in your 
district and ask them if they can give you.

h.	 Tell the other Sisters in your triad one thing that 
you can give from your district to the Sisters from 
the other two countries.

i.	 Share with the other Sisters a small prayer you 
like. You may recite in your own language and 
then try to explain.

j.	 Share one strong point and weak point of your 
work in your district with others.

k.	 Tell something that you are proud of as a person 
and something you would like to get rid of as a 
person.

l.	 Share with others how do you feel being here in 
this country and in this group.

m.	 Use three adjectives to describe your image of 
the young Sisters in your congregation. One of 
you share common things with all of us.

n.	 Break into groups of 4 and suggest different ways 
of overcoming the language barrier during the 
conference time. Share in the total community.

o.	 Share in your triad the image you have of the 
Superiors’ team from Rome. Present it as a skit 
form to total community.

p.	 Break into triads of different countries. Share 
in pairs with each other a pressing problem in 
your district. After one person narrates, the 
listener would repeat the summary of what she 
understood. The third Sister would comment on 
how well the first Sister narrated and how well 
the second Sister understood and communicated 
back. In the triad, everyone gets an opportunity 
to comment on the other pair.

Motivation Laboratories

The following are some of the items being used in 
motivation laboratories. Depending on whether the 
participants are drawn from the same organization 
or different organizations more items could be 
added. Only some relevant items are presented here. 

Some of these could be done in pairs or triads and 
also could be shared in the total community. These 
items have been used in groups ranging from 9 to 40 
in size.

a.	 Tell one thing that you like most in your job and 
one thing that you like least in your job.

b.	 Share with your partner what is it that is a driving 
force in making you do the job you are doing in 
your organization.

c.	 Think of a successful person you know of and 
describe his behavior to your partner without 
revealing his name.

d.	 Share with your partner the weak points you see 
in him.

e.	 Describe the climate of your organization non-
verbally to your partner.

f.	 Think of a significant incident in your life and 
describe it to your partner, how you felt and why 
was it significant to you.

g.	 Use three adjectives to describe the strong points 
of your subordinates and three to describe their 
weak points as you see them.

h.	 Use three adjectives to describe the strengths 
and weaknesses of your superiors.

i.	 Recall a situation where you felt very powerful 
and narrate it to others in your triad/group/
partner.

j.	 Share with your partner an important goal of 
your life.

k.	 Share with your partner a strength you have in 
you that you think helps you achieving your goal.

l.	 Share with your partner a weak point you have in 
you that you fear might block you from achieving 
your goal.

m.	 Ask your partner about what outside help can 
you take for overcoming something that comes 
in your way to achieve an important goal.

n.	 Share with your partner something you consider 
as significant about your role.
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o.	 Share with your partner something you consider 
as a strong point in you and another you consider 
as a weak point in you.

p.	 Share with your partner one of your dreams.

q.	 Imagine yourself 10 years from now and describe 
to your partner some of the fantasies you have.

r.	 Tell a story you like.

s.	 Share with your partner your ideas about how 
children should be treated by parents in relation 
to their studies in the school.

t.	 Share with others in your group what motivated 
you to attend this course and how do you feel 
being here.

u.	 Share with others something that has struck you 
in this place.

v.	 Tell the other person something you like in him 
and something you do not like in him.

w.	 Think of a situation in your life or in your role 
when you failed and share with your partner how 
you reacted and felt in that situation.

x.	 What is your style of reacting to strangers. Ask 
your partner for the same and share with him if 
you reacted differently.

y.	 Share with your partner one complaint you have 
from your wife/husband, one complaint you often 
have from your children, one complaint you had 
from your teacher when you were young, one 
complaint you have from your subordinates and 
one from your superiors.

z.	 Share similarly one thing on which your wife 
compliments you, one on which your kids like you, 
one on which your teachers used to compliment 
you, one on which your superiors complimented 
you.

Family Planning Programs

In a one-week program of training labor welfare 
officers as change agents in family welfare, different 
dimensions were covered. This was not a laboratory 
program, but a lecture, case study, discussion, role 

play and action planning methodology-based, 
workshop-cum training program. Two days of the six 
days were devoted to motivate the welfare officers 
to work as family welfare change agents and to help 
them appreciate the population problem and the 
need for family planning. The next two days were 
devoted to expose them to different techniques of 
family planning, provide them technical details, and 
detailed knowledge about rumors, belief systems 
and orientations of illiterate public to various fertility 
regulation methods. The last two days were devoted 
for action plans and role plays on dealing with 
workers. Detailed outline of the training design is 
presented elsewhere.2

The following items were used in a full session 
devoted to the microlab of this program:

a.	 Share with your partner how you spend your 
leisure time and the hobbies you have.

b.	 Describe to your partner some things about 
which you are happy and some things about 
which you are unhappy.

c.	 Imagine that you have achieved everything you 
want. Share with your partner how would life be 
looking to you, what things would you be having 
with you, etc.

d.	 Share with your partner your future ambitions 
and dreams about your own career, the career of 
your children and other comforts.

e.	 What are some of the comforts you have at 
present about which you are happy? Tell your 
partner.

f.	 Imagine that the country has developed very 
well economically in the next 20 years. We have 
progressed in technology, industry, education, 
health and in all aspects. Discuss in your small 
group how your home, its surroundings and this 
city would look like. Present a tourist’s description 
of this city and a foreign visitor’s description of 
your home. Write these descriptions in the next 
15 minutes as imaginatively as you can.

2Verma, Rao & Jumani, 1975.
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g.	 Imagine now that the population has grown at 
the same rate as it has been growing so far in 
your country. Unemployment has increased. 
Resources depleted, and many other things have 
happened because population growth could not 
be controlled. Imagine yourself in the year 1999 
and write an essay about how this city looks 
like, how your home is in this city, educational 
facilities, the comforts you would be having, etc. 
Take 15 minutes and try to be as imaginative as 
you can: (Share in the total community.)

h.	 Think of three adjectives to describe the family 
planning methods and share them in your group.

i.	 Think of an image to depict the family planning 
programs in industry and share with your group.

j.	 Share with your partner two of your views about 
family planning — one positive and one negative.

k.	 Describe to your partner a couple you know 
who has a small family and another couple of a 
large family and contrast their life as an outside 
observer.

l.	 Imagine your group to be a group of workers in 
a mill. Give them a two-minute lecture on family 
planning.

m.	 Share with your partner your experiences in using 
any family planning practices.

n.	 Identify one thing that you can do in your role 
as a Labor Welfare Officer to contribute to the 
cause of family planning and discuss it with your 
partner. Your partner may raise questions.

o.	 Think of a situation where you influenced 
another person or group of persons because of 
your abilities rather than because of your role. 
Describe that situation to your partner and tell 
him how effective you have been.

p.	 Narrate one of your success experiences in life 
and one of your failure experiences and the 
lessons you have learnt from them.

As may be evident from the above items, microlab 
here focused mainly on inducing orientation to 

think about family planning in the participants 
through fantasy. It also attempted at covering some 
dimensions that they were likely to face in the training 
program. The contrasting experiences provided in 
the beginning followed by the items on introducing 
change in style as change agents, satisfactions one 
can have as change agent, are planned in a sequence.

In another program intended to train family planning 
workers in communication skills and skills of 
transacting with villagers, the following items were 
used. The participants were drawn from Primary 
Health Centers and included extension educators 
and family planning health assistants. The program 
used laboratory methodology, using feedback on 
field observations made earlier, role plays, personal 
sharing, discussions and experimentation using 
actual transactions in the villages. Twelve workers 
were drawn from two PHCs and were known to one 
other. The microlab lasted two hours. Usual milling 
around was used.

a.	 What is something that struck you in your 
activities this month? Share with your partner 
one thing that satisfied you most and one thing 
that you disliked most.

b.	 Use three adjectives to describe the people in 
the area you work. Share with the total group.

c.	 Use three adjectives to describe the doctors of 
your PHC.

d.	 Use three adjectives to describe your work.

e.	 Use three adjectives to describe your male 
colleagues.

f.	 Use three adjectives to describe the female 
colleagues in your PHC.

g.	 Think of a client with whom you felt most 
comfortable and you were able to convince him 
and make him adopt family planning. Share your 
experience including how you approached him 
first, how many visits you had to make, ultimately 
how he accepted, what services you provided 
later, etc.
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h.	 Think of a client with whom you tried best and 
could not succeed. Narrate your experiences with 
this client. Your partner may ask you questions.

i.	 Share with your partner two things that satisfy 
you and two things that satisfy you least in your 
job.

j.	 Describe to your partner an exciting experience 
or a wonderful thing you have done in your life 
apart from what you did in your job.

k.	 Imagine that you are transferred to a new PHC. In 
this PHC there is no doctor and only paramedical 
staff and you are the boss. You have to plan the 
family planning program in this block. Outline 
the various steps you would like to undertake in 
starting your work and share in your group.

l.	 Share a few images you have of the family 
planning program in your triad. One member 
from your triad would summarise for the total 
group.

m.	 Imagine your partner to be a resistant client and 
try to convince him about family planning in 3 
minutes. After 3 minutes, ask your partner for 
comments about your performance.

n.	 Think of a new idea you have in executing the 
family planning program in the villages allotted 
to you. Imagine your partner to be your superior 
and try to sell the idea.

o.	 Choose a person from your PHC whom you know 
and tell him one of his strong points as a family 
planning worker. After both of you finish, tell him 
one of his weak points as a FP worker.

p.	 If you were to be made the District Family Planning 
Officer what are some of the things you would 
like to do for making FP workers more effective. 
Think for 3 minutes and share in your group. One 
member from the group to summarize for the 
benefit of others.

In another program meant for the district level 
officers of medical and health services who are also 
working in family planning, the following are some of 

the items used. They were being given an orientation 
program in new techniques of management. The 
program was mostly lecture and case method-based 
although the first two days were devoted to some 
behavioral science-based concepts. All of them were 
visiting the Indian Institute of Management, where 
the training was held for the first time. The microlab 
was arranged as a post-dinner session of the previous 
night. The officers were known to each other and 
they all had reservations about use of management 
in their jobs.

a.	 What is it that struck you most here? Share with 
your partner.

b.	 Describe to your partner how you were deputed 
to this program and what were your first 
reactions.

c.	 What image did you have of the physical and 
spatial structure of this city and this institute 
before you came here and what were your first 
reactions after arrival here.

d.	 What is it that you like most in your job and what 
is that you like least.

e.	 Use three adjectives to describe your medical 
officers, three to describe your ANMs, three to 
describe the FPHAs and three to describe your 
EEs and three to describe yourselves. Share with 
the total group on each item separately.

f.	 Describe your image of management in one 
sentence. Share with the total group.

g.	 Share with your partner one of your strong points 
and one of your weak points.

h.	 Tell your partner something you like in him/her.

i.	 Divide yourself into two groups and prepare a 
skit to communicate non-verbally the future of 
family planning programs in India.

j.	 Share in your small group your expectations from 
this program. One member from each group to 
summarize for the total group.
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In Education

Microlabs could also be used in programs of 
education: with students, with teachers, with 
educational administrators, with change agents and 
several other groups. Its use with a few such groups 
is presented below.

In a one week program on Managing Change in 
Academic Institutions, organized for the senior 
administrators from institutions of higher education, 
the following were some of the items used. In the 
actual program, there were lectures, case discussions, 
feedback through instruments and action plans for 
change.

a.	 Introduce yourself by telling the other person 
something about you other than your name, age, 
role and designation.

b.	 Describe to the other person the organizational 
climate in your institution using a few adjectives.

c.	 Share with your partner one thing that you like 
most in your job and one thing that you like least 
in your job.

d.	 Think of a situation where you were instrumental 
in bringing about a change in any place you 
worked in the past and share it with your partner.

e.	 Share with your partner the image you have about 
your style as a change agent; when your partner 
shares with you, you may ask him questions.

f.	 What is one thing in your institution that you find 
difficult to change?

g.	 Share with your partner something about which 
you are proud of.

h.	 Share with your partner one thing that you would 
like to improve.

In another 3-day workshop for primary and middle 
school teachers of a rural area, the following items 
were used in the microlab. The program, which 
was attended by about 20 teachers, attempted at 
inculcating in them a desire to make the curriculum 
they teach more relevant to the villagers, help the 

teachers participate in community activities and 
collaborate with one another and people in the 
village. Before the workshop, a survey indicated that 
villagers had very negative images of the teachers as 
well as the present-day education.

a.	 What are the three different resources you see 
in the village where your school is located. Share 
with your partner.

b.	 Identify one area where improvement can 
be made in the curriculum you teach to your 
students. Share your thoughts on how such 
improvements could be made with your partner.

c.	 Share with your partner something you like most 
in your job and something you like least in your 
job.

d.	 Break into groups of 4 and prepare a list of 
adjectives to describe the villages where you 
work.

e.	 Make a list of adjectives to describe the inspectors 
of schools.

f.	 Make a list of adjectives to describe the teachers 
like you in general.

g.	 Find out one mechanism by which the resources 
in this village can be used better.

h.	 What is one thing you would like to see changed 
in this village.

i.	 Share with your partner what is one thing you 
can do to help this village change.

j.	 Mention two things about which you are proud 
of.

k.	 Mention one of your weaknesses.

l.	 Tell your partner something that pleases him and 
ask him if he is pleased.

Combinations of these items and some items from 
the earlier programs were used in starting a four-
day program of headmasters of public schools. The 
program attempted at training them as change 
agents.
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Creativity and Problem-Solving

The following are some of the items that could be 
used while introducing a program in creativity and 
problem-solving. These items deal with various 
factors associated with creativity.

a.	 Introduce yourself non-verbally to your partner.

b.	 Select any one object you find in this room and 
describe the various uses of that object in 2 
minutes time. Your partner will time and count 
the number of uses you cite. After you are 
through your partner will select another object 
and repeat the same.

c.	 Add ten more uses of the object your partner has 
chosen in 3 minutes.

d.	 List the various attributes of a pen you have in 
your pocket. List as many as you can.

e.	 Share your image and attitudes about modern 
art with your partner.

f.	 Think of a creative person you know and describe 
him to your partner without naming him. Your 
partner may ask you several questions.

g.	 Choose an animal that best describes your role 
in your organization. Tell your partner why you 
chose that particular animal.

h.	 Share with your partner your reactions to the 
program schedule being not circulated to you so far.

i.	 Imagine that plants and animals have been 
crossbred to produce planimals. Describe how 
life in this world looks like in your triad.

j.	 Think of the physiological process - excretion 
through various mechanisms in the body (anal, 
skin, lungs, nasal, etc.). Think of all the processes 
in an organization which parallel the excretion 
process. Share with your partner.

k.	 Coin four new words using English and one other 
language you know. Give a meaning and share 
with your partner.

l.	 How would you plant four rose plants so that 
the distance between any two is same as that 
between any other two. Take 3 minutes to think 
about it. After that share with your partner what 
processes went on in your mind.

m.	 Describe the various associations the word ARM 
arouses in you.

n.	 Use anything in this room and try to prepare 
something you like to give as a present to 
someone whom you like. You have 10 minutes.

o.	 Assemble in small groups and prepare a skit to 
non-verbally present your feelings and reactions 
to this lab.

Microlab, thus, can be used in different sitSuations 
and in different ways.

* * *
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Role Focused OD Interventions*
Udai Pareek

NEED FOR ROLE-RELATED INTERVENTIONS

Various types of interventions have been developed 
focusing on different dimensions of organizations. The 
oldest of such interventions relate to working with 
persons, bringing about some change in individuals, 
their attitudes, skills, and general orientation. Basic 
psychological theories have helped in the designing 
such interventions. Advances in psycho-therapy, 
new understanding of the individual and his psycho-
dynamics, and a new increased interest in the 
person have helped in the development of a variety 
of effective interventions as far as the change in an 
individual is concerned.

The More recent interventions focus on change in 
groups, mainly smaller groups. Greater interest has 
recently been shown in the interventions focused on 
the technology of work, and jobs in the organization. 
Work on job enrichment, and recent interest in 
design and re-design of work and raising the standard 
of quality of work life are examples of interventions 
meant to improve the technology of work and jobs.

Interventions for the total design and re-design 
of organizations and their interface with the 
environment are of recent origin, and some new 
developments can be expected on this aspect. 
The concepts of socio-technical systems and open 
systems are potential points for new developments 
in such interventions. However, one dimension of 
organization which has remained comparatively 
neglected is that of role.

Only two interventions with role as the main focus 
have been reported in the literature, one called Role 
Analysis Technique (RAT) by Dayal & Thomas (1968) 
and the other by Harrison on Role Negotiation (1971). 

RAT is primarily used to analyze and define a role and 
has a limited scope. Role Negotiation is a much more 
dynamic intervention. Another intervention with 
slight change has also been reported which is called 
Role Re-negotiation (1971). However, enough justice 
has not been done to role by OD scientists.

Role is an important dimension for understanding 
an organization and planning its effectiveness. It 
is through role that an individual gets linked with 
any system of which he is a member. This linkage 
between a person and a system is a vital entity which 
may help increase organizational effectiveness by 
integrating the person with the organization. In this 
sense, role becomes an important dimension for 
planning effectiveness both of the person and of the 
organization.

The complexity of modern life is reflected in the 
multiplicity of roles a person has to perform in the 
society. Modern life is characterized by differentiation 
of roles, and increasing complexity of role structure 
of an individual. One major problem which the 
modern man faces today is that of managing this 
complex structure of roles effectively, by achieving an 
integration of his self with the system of roles, as well 
as integration amongst the various roles he occupies. 
Such an integration may not only be necessary for 
the mental HEALTH of the individual and his personal 
effectiveness, but may also be important for the 
organization for making the best use of the creativity 
of the individuals and maximizing the use of such 
creativity through synergy. This is possible when a 
higher level of collaborative work can be achieved 
in an organization. From the point of view of the 
person, the main problem is how he continues to live 
as a person by maintaining the autonomy of the self, 
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and yet maximizes the effectiveness of his various 
roles, and thus integrates the self with the roles 
which themselves need integration.

THREE IMPORTANT CONSIDERATIONS IN ROLE 
INTERVENTIONS

Various role interventions suggested here try to 
achieve these objectives. These interventions are 
primarily focused on organizational roles. Although 
some of these interventions can be used in dealing 
with the problems of an individual’s non-work roles, 
the primary focus is on the work roles and increasing 
their effectiveness. The following three aspects of 
these interventions need to be pointed out in the 
beginning.

The main purpose of these interventions is to 
increase mutuality of roles in an organization. 
Organizational effectiveness to a large extent 
depends on such mutuality. Mutuality ensures 
that the problems which an organization faces are 
solved by teams of people who use their expertise 
in looking at various aspects of the problems, and 
collaborate in ensuring speedy solution which is both 
efficient and effective. Problems in organizations 
are becoming more complex, and by and large, 
almost all problems require a joint effort of several 
individuals. Even individual’s effectiveness requires 
higher collaboration amongst individuals. One focus, 
therefore, of these interventions is to increase this 
kind of mutuality.

Regarding the mode of working, these interventions 
use exploration as a way of life in an organization. In 
fact, these interventions have been called “inter-role 
exploration” (Pareek, 1976). The term exploration has 
been used to indicate the mutual effort in searching 
a solution. Usually, the term confrontation is used 
for such a process. However, exploration has been 
preferred to confrontation. Confrontation implies 
taking up positions which are opposite of each other, 
at least to start with. By implication, therefore, 
confrontation indicates not only conflict but some 
kind of fight. Although, confrontation is used in OD 

literature mainly in the sense of facing a problem (not 
escaping it), or openly raising and discussing matters 
with an individual (and not avoiding of hiding them), 
it has also promoted a fad of aggression for its own 
sake, and it has become fashionable for some process 
consultants to shout at persons and express anger 
frequently as if to prove to themselves and to others 
that they both value and practice confrontation.

In such a case, confrontation is used as an end 
in itself. Such pseudo-confrontations are usually 
dysfunctional, since they utmost fulfil the need of 
the individual who expresses such aggression, and do 
not contribute to exploration; in fact, they become 
an alternative to exploration. The louder a person 
shouts, and the more aggressively he expresses 
himself, the more he non-verbally communicates 
his unwillingness or inability to explore, and by his 
aggressive acts he prevents the chance of exploration. 
Exploration is a mature form of confrontation. 
Exploration involves recognizing a problem, studying 
various dimensions of the problem, willingness to 
search alternative solutions, usually with the help 
of some others, with whom one is related (primarily 
in interface roles) and developing a higher level of 
collaboration.

Openly sharing feelings is a necessary part of 
exploration. However, in exploration, more emphasis 
is given on empathy than on aggression, equal 
importance is given to perceptiveness or sensitivity 
(understanding the other person’s feelings and 
respecting them) as well as to openness, reflected 
in unreserved expression of ideas and feelings 
(recognizing them, owning them, and sharing them 
with others). A combination of perceptiveness and 
sensitivity contributes to personal growth (Pareek, 
1978). In inter-role explorations resources, growth is 
recognized both within the self and available in role 
senders and others.

These Interventions are in the form of structured 
exercises, although a great deal of process is involved 
while these are being used in the organization. There 
are some advantages of structured interventions. In 
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the first place, structured interventions are likely to 
be less threatening than unstructured ones. Secondly, 
structured interventions can be designed to generate 
data on which persons can work more systematically. 
Thirdly, it is easier for people to use such interventions. 
However, the main disadvantage of the structured 
interventions is that they may become more static 
and may miss the dynamics of interpersonal and 
inter-team life. In order to achieve the advantages of 
both the structured and unstructured interventions, 
the role related interventions have been designed in 
the structured form to start with, but these cannot be 
used effectively unless enough process work is done 
on the data being generated through the structured 
exercises or instruments.

THE INTERVENTIONS

The interventions have been used in several 
organizations. These are in the form of structured 
exercises and make use of instruments to generate 
data. The main focus of the interventions is to 
increase role effectiveness and integrate the roles 
in the organization and with the individual. The 
concept of role for these interventions is the position 
a person occupies in an organization as defined by 
the expectations from various significant persons 
(including the role occupant) from that position. The 
concept of role and other related concepts mainly 
those of role systems, on which these interventions 
have been designed, and the conceptual aspects 
of inter-role exploration (IRE) have been discussed 
separately (Pareek, 1976).

These structured exercises are used either by 
themselves or in the form of an integrated lab. Each 
of these takes about 2 to 3 hours. The exercises on 
role efficiency may take one or two days and are 
often used in the form of role efficacy lab.

1.	 Managing Role Space: This intervention helps 
the participants prepare their role space map and 
deal with the problems both of self-role distance, 
and inter-role distance. Specific exercises are 
done for the purpose.

2.	 Role Set Mapping: This Intervention is used 
to help the participants prepare their role 
set map and increase mutual understanding 
amongst members of a role set. The intervention 
involves several structured exercises which take 
approximately 6 hours.

3.	 Defining Organizational Role: This intervention 
taking about 4 hours helps the role occupants 
clarify the roles and prepare their role description 
with the help of members of their role set.

4.	 Role Linkage: Using both structured exercises 
and instrument to measure role linkage, the 
intervention is used to build mutuality and linkage 
amongst organizational roles. This intervention 
takes approximately 6 hours.

5.	 Role Substantiation: This intervention, taking 
about 4 hours, helps role occupants recognize 
the significance of their roles and further increase 
the significance by mutual work.

6.	 Role Efficacy: This intervention, as already 
stated, can take from 1 to 2 days. It is based 
on two instruments and exercises to find out 
the level of one’s role efficacy and to work out 
ways of increasing the level. These concepts and 
one instrument have been described elsewhere 
(Pareek, 1980).

7.	 Role Stress and Coping Strategies: Two 
instruments are used for this intervention. One 
instrument helps the participants measure the 
level of their role stress in eight areas – self-role, 
inter-role distance, role overload, road isolation 
and role erosion. The other instrument gives a 
profile of coping styles with role stress to each 
participant. There are eight styles, four approach 
styles (functional) and eight avoidance styles 
(dysfunctional). The participants then work out 
strategies of developing their coping capability 
with the role stress. The various interventions 
have only been mentioned. Space does not allow 
discussing the details of the interventions. More 
work needs to be done on making role as the 
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focal point for integration of individual in the 
organization. There is much more scope for OD 
work in this area.
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Training of OD Facilitators*
Udai Pareek

INTRODUCTION
The success of organization development depends 
on the effective use of and coordination between 
external consultants and internal change agency 
function. Both the external consultants and the 
internal change agents are facilitators in the process 
of organization development. We shall call them OD 
facilitators, because their function is to facilitate the 
process of OD. Both the external and the internal 
facilitators have specific functions to perform, a 
few of them being common, and some others being 
different, which supplement each other. Before 
commenting on the kind of training needed to 
develop effective OD facilitators, let us look at their 
functions and critical attributes they should possess.

EXTERNAL FACILITATOR
One or a team of consultants come from outside. 
One of the conditions of OD is that applied 
behavioral science experts are employed for OD 
work. This is not only useful, but also is necessary. 
The consultant’s role is that of an expert who has a 
process specialization and who also has experience in 
several fields in which the organization wants to bring 
about change. There are some advantages in having 
outside consultants for some time. The internal 
persons, even though they may have the necessary 
expertise, are likely to be inhibited and have their 
own perception of the problem. Also, they may be 
restrained by the internal dynamics. This may make 
the internal people less effective. Therefore, even the 
organizations with a very high quality of expertise in 
a particular field invite outside consultants for some 
time. The following functions are performed by the 
consultant(s):

1.	 Implanting Function: The External Facilitator (EF) 
is not to supplant the internal expertise available 
but supplement and implant such expertise. It is 
necessary that the EF carries along with him the 
various people at different stages of the process 
of organizational change. Then, the consultant is 
able to make change a part of the organization.

2.	 Transcending Function: One great advantage of 
the EF is that he is not bound by the constraints 
of the organization. He takes an overall view. He 
transcends both the ecology of the organization, 
i.e., the various units and departments to be 
able to take an overall view of the organization, 
as well as transcends the time and people into 
the future of the organization. This transcending 
function makes the role of the EF more creative. 
He thinks about the total organization not only as 
it is now but as it is likely to be in the future. This 
helps give a wider perspective to organizational 
understanding. 

3.	 Alternatives Generating Function: The EF is not 
as much for working out a specific solution as for 
helping the organization develop the capability 
of evolving solutions. The EF does this by 
generating several alternatives out of which the 
organization can choose one or two. The more 
the consultant generates and helps generate 
several alternatives, the more creative and 
useful his role is, and the more the organization 
develops the ability to design interventions and 
ways of solving problems.

4.	 Process of Facilitating Function: The EF is primarily 
a process facilitator. He has to be perceptive of 
the reality in the organization. There is nothing 
like an ideal or the best solution. Even if one 
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solution may be technically the best one, the EF 
may see the repercussions of the solution, and 
may like to make the necessary modifications to 
suit the situation. The EF also helps in developing 
various roles as the change program proceeds 
and change is being implemented. The process 
facilitating role helps the EF move towards self-
liquidation. He helps the relevant people in the 
organization take over the role as the program is 
being implemented.

5.	 Shock-absorbing Function: During the planning of 
change and making necessary recommendations 
many unpleasant feedback may be required to 
be given to the organization. It is difficult for 
internal people to do so. They cannot take the 
risk necessary to make some things explicit. The 
EF can take such a risk. He can afford to absorb 
the shock created by the change and can help the 
system confront the reality and discuss certain 
processes which may be quite unpleasant but 
without which it may not be possible to move 
towards the solution.

6.	 Resource-sharing Function: The EF brings with 
his background the latest knowledge and a wide 
variety of experience, which he uses in making 
organizational change effective. He collects such 
resources and shares them with the internal 
people so that the knowledge can be utilized for 
making the change effective.

7.	 Resource-building Function: The EF helps in 
generating resources within the organization by 
building the necessary expertise as he works with 
the organization. This does not mean that he 
makes people dependent on him. By sharing his 
knowledge and experience and by continuously 
discussing with the concerned people he helps in 
building internal resources.

8.	 Self-liquidating Function: By building internal 
expertise and resources he is working towards 
withdrawal from the organization and liquidating 
his role and indispensability. In many cases, 
the EFs enjoy the influencing function so much 
that they may continue to play this role in the 

organization. This is bad both for the organization 
and the consultants. The EF deliberately refrains 
from using undue influence on internal executive 
decisions. And as the work of the organizational 
change is over, he takes definite and deliberate 
steps to withdraw and wean the organization 
from depending on him. The self-liquidating 
role is very difficult. Once an EF is successful 
and effective, he may have the temptation 
to continue to influence the organizational 
decisions. If the EF is not perceptive enough that 
in his eagerness to be helpful he is making the 
organization dependent on him, and he enjoys 
this dependency, the results may be bad for the 
organization as well as for the consultant.

Internal Facilitator

For any OD effort, it is necessary that an internal 
facilitator is either available or is developed in a 
process of OD. The OD effort will not be successful 
and effective unless internal expertise in facilitating 
change is properly developed in the organization. The 
internal facilitator (IF) supplants several functions of 
EF and at the same time performs some functions 
which only an EF can do. The following functions are 
important as far as internal facilitators are concerned:

1.	 Specialist Function: An IF is seen as an internal 
expert to whom many problems can be referred. 
He provides the necessary professional expertise 
to deal with process problems. In due course 
of time, he acquires a special status in the 
organization, and deals with highly complex 
problems requiring specialist attention. For most 
other problems, he develops necessary expertise 
amongst other people to take care of these.

2.	 Intervention Designing Function: IF has to design 
interventions to deal with various problems and 
issues in the organization. He should not be 
satisfied with what he has learnt during his training 
but should himself design new interventions and 
try them out for solving problems. Some of these 
interventions may be structured in the form of 
exercises, games, etc. and some of them may be 
unstructured.
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3.	 Diagnostic and Feedback Function: One function 
expected of IF in all organizations is to undertake 
on-going activities to serve’ organizational health 
and other dimensions and to provide continuous 
feedback to the organization for possible action. 
This would involve designing instruments, 
or selecting them from available ones. Using 
instruments for collecting data, analyzing and 
interpreting data, and providing feedback to 
various levels in the appropriate form in which it 
can be understood and used.

4.	 Action-research Function: Whenever a specific 
problem is posed by one sub-system in an 
organization, the IF may sit with the concerned 
people and devise ways of dealing with the 
problem. This is action research. Action research 
involves the use of scientific methods of 
diagnosing a problem and working out alternative 
solutions, in collaboration with the practitioners 
who are facing and experiencing the problem. 
Action research starts with the identification 
of problem, and ends with evaluation of the 
action plan and replanning in the light of such 
evaluation.

5.	 Inviting-Function: IF faces unusual problems 
and comes across situations he might not have 
encountered in the past. This requires a function 
of continuously inviting diagnostic methods, 
interventions and other aspects in order to deal 
with problems.

6.	 Catalyst Function: An OD facilitator, whether an 
external or an internal, primarily plays a catalytic 
role. He is a means of energizing others for 
action. He helps people get involved and work on 
the problem themselves. This function is both a 
critical and a difficult one.

CRITICAL ATTRIBUTES OF OD FACILITATORS

In the light of the brief mention of some of the 
functions of the OD facilitators, it may be obvious that 
they would need a variety of attributes. We suggest 
the following attributes to the OD facilitators:

1.	 Empathy: The OD facilitator needs to have great 
empathy for other people so that he may be able 
to understand and appreciate different points 
of view, and empathize the difficulties of other 
people.

2.	 Ambiguity Management: An OD facilitator works 
in situations which are not properly defined and 
which, over time, present some new dimensions. 
These create ambiguities. The OD facilitator has 
to deal with such ambiguities.

3.	 Value in Change: One critical attribute of facilitator 
is that he values change. One who values status-
quo cannot become a good OD facilitator. The 
OD facilitator looks for improvement all the time 
and values change for improving the various 
dimensions of organizational life.

4.	 Process Skills: An OD facilitator primarily is a 
process worker. He works on different process 
of organizations. He has to know how conflicts 
arise, how collaboration takes place, how people 
get motivated, etc.

5.	 Action-research Competence: A OD facilitator 
needs both competence of research to solve the 
problems, as well as the skill of involving people 
concerned in the solution of the problems. He 
should know how to prepare various instruments 
for collecting data, how to interpret data, and 
how to value action taken for solving problems.

THE FOCI OF TRAINING OF OD FACILITATORS

In order to develop the critical attributes in OD 
facilitators systematic training programs need to 
be organized. We suggest the following aspects 
for designing the programs for the training of OD 
facilitators:

1.	 Personal Growth: An OD facilitator has to first 
deal with himself and work through the process of 
approach and avoidance behavior, the defences he 
uses, his competitive and collaborative tendencies, 
and his general style of working with people. An 
OD facilitator needs to grow continuously as he 
continues to work in this role.
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2.	 Organization Theory and Dynamics: Since OD 
facilitators work in the organizational context, 
their understanding of the relevant organization 
theory and the dynamics of working of 
organizations is necessary.

3.	 Process work: Since an OD facilitator uses applied 
behavioral science methodologies, his training 
in process competency is very important. His 
skills in dealing with small group processes and 
organizational processes are critical. For example, 
he should be able to deal with processes of 
conflict and com-petition in smaller groups and 
generate the process of collaboration. Such 
process competence will be continuously needed.

4.	 Intervention Designing: The OD facilitator should 
be trained in designing and developing various 
kinds of interventions, including structured 
exercises, simulation games, exercises to involve 
groups in the problems they are facing, etc. He 
should also be trained in designing unstructured 
interventions to deal with people, both of smaller 
groups and organizations. While he may have 
a special inclination and preference for some 
interventions, he should have enough knowledge 
and experience of several interventions, so that 
he may have a wider choice.

5.	 Action-research Competence: The OD 
facilitator should have training both in research 
competence (diagnosing a problem, collecting 

data, analyzing data and interpreting them, 
developing instrument for data collection, 
techniques of data analysis, interpretation of 
data, clinical methods of collecting unobtrusive 
measures, etc.) and ways of involving people in 
such research process. This is action research. He 
has to learn both the technology of research as 
well as the values of participatory problem.

Several ways can be used in providing training to 
OD facilitators. One model is followed by Indian 
Society for Applied Behavioral Science in offering a 
phased training program in the form of internship. 
This program requires the participants to undergo 
intensive training for two weeks for 3 summers, and 
working on specific aspects for 2 years in between 
the summer programs. An organization can design 
a training program if it has sufficient number of OD 
facilitators. The program may consist of the basic 
lab for OD facilitators for about 10 days followed by 
specific well-directed activities, and intensive models 
of training spread over a 2-year period. There may be 
5 to 6 such modules each of about one week duration 
interspersed with readings and action plans. Or, 
several institutions can be combined to develop an 
OD program for their internal facilitators.  Whatever 
the arrangements are, it is necessary to ensure that 
the five dimensions mentioned above are properly 
designed in the training programs.

* * *
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Managers as Training Partners1

Udai Pareek*

INTRODUCTION1

Training, with focus of competency building amongst 
various organizational units, requires collaboration 
amongst several players in the organization; 
Partnering by different key persons in the organization 
is important for the success of training.

Box – I

Ways of Enhancing the Training Function

The role of the training function would be enhanced if:

Trainers

	● Developed their own clear model of the role in 
their own organization and communicated it 
accordingly.

	● Participated in appropriate networks to keep 
abreast of the debate on the changing nature of 
the function.

Academics, Business Schools and Consultants

	● Recognized that the place of training in most 
organizations does not correspond to best practice, 
and developed models accordingly.

	● Concentrated efforts on the need to produce 
practical instruments for translating an organization’s 
strategic policy into human resource terms.

Government

	● Recognized the limitations of public statements on 
the importance of training.

	● Introduced fiscal measures designed to ensure that 
employers invest at least a specified amount in the 
training of their workforce.

1Reproduced from Indian Journal Training and Development, 
July–September, 2005.

As Sloman (1996, p. 198) says, “If training in the 
organization is to become more effective, action 
will be required from trainers, academics, business 
schools, consultants and Government.” While 
external agencies like management institutions, 
academics, consultants and the government are 
important for making training effective; the more 
critical role has to be played by the internal people in 
the organizations. Box 1 gives brief roles of external 
agencies as suggested by Sloman (1996, p. 198).

Partnering of managers of the work system can be 
considered from three angles: degree of partnership 
and involvement, involvement in the different stages 
or phases of training, and using and making training 
as a key component of the strategic thrust of the 
organization.

DEGREE OF PARTNERING
Line management from various levels of the 
organization needs to become partners of training. 
However, the degree of partnering will depend to a 
larger extent on the attitude and behaviour of the top 
manager. The degree of partnering is conceived as a 
continuum. At one end of the continuum is hostility, 
while at the other end is sharing responsibility 
in training. We shall consider five points of this 
continuum for partnering by the work system 
management.

1.	 Hostility to Training: In some cases, the work 
organization managers in general, and top 
management in particular; consider training as 
a waste of time and may have hostile attitude 
towards it. In such cases, the effectiveness of 



IJTD - Volume 56, No. 1, January-March, 2026

50

training will be doubtful. Hostility to training may 
be based on the experience that training is not 
producing the desired results. However, with 
such hostility, the results cannot be achieved, and 
so it becomes a vicious circle. Instead of looking 
at the causes of lack of effectiveness of training, 
managers may not only be indifferent but also 
hostile to training. In some cases, they tolerate 
training not because they think it is a useful 
activity but because historically it is being given 
some place and budget, and in some cases it may 
be seen as backward activity if they do not have 
this function in their organization. Then training 
loses its real value and is carried out as ritual and 
even in some cases as a necessary evil.

With such indifference and hostile attitude 
towards training, those in charge of training 
become helpless. In one such State Department 
in India, a new Secretary to the department 
was highly prejudiced against training and 
communicated the prejudice by stopping most of 
the training programs proposed and conducted 
by the training institution. Various training 
programs were canceled because of “some other 
important program requirements.”

This action by the new Secretary had much louder 
message which spread around than written or 
oral messages given in some public forums about 
the importance of training by the same person. 
The message soon spread around; as a result 
various other administrators became indifferent 
to training. The fairly competent team of trainers 
who were enthusiastic for bringing about changes 
were not only discouraged but couldn’t help 
training programs and were highly demoralized. 
Unless the top managers see training as a useful 
function and support it, training cannot function 
effectively.

2.	 Critical Attitude about Training: The lesser 
degree of hostility is reflected in the critical 

attitude of top management and others in the 
work systems towards training. Because of their 
high expectations from the training system, they 
may be critical because training has not given 
expected results. The managers with critical 
attitude may not support training unless they 
have some evidence of its contributions to their 
goals. For example, in one province of Indonesia, 
when a consultant went to help the provincial 
government to improve their training function, 
he experienced helplessness prevailing in the 
training system because of the critical attitude 
of the person in charge of training (who was also 
in charge of the planning function). The head of 
planning and training did not think much about 
training and was not prepared to give time for 
training. However, after sometime, when he got 
some evidence of a differently designed and 
conducted training program producing some 
changes in the district heads who attended 
the program, he examined the evidence with 
more interest. He was pleasantly surprised to 
see some visible changes. As a result of this, he 
participated in the training of the district heads 
and redesigned himself the module on planning. 
Being a competent and internally secure person, 
he was willing to look at new evidence. He 
collected more information and data about the 
training, and in due course became one of the 
strongest supporters of training, and participated 
in the specific plans of making training effective. 

Those who have critical attitudes towards training 
are open to evidence of the impact of training.

3.	 Supportive Orientation to Training: Some top 
management and other managers in the work 
system may have a positive attitude towards 
training. Although, they may not be involved in 
training, and may not work hard enough to collect 
necessary data about its importance, etc., they 
may have trust in training, they may see it as a 
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good function and they support it. Such persons 
may have intrinsic belief that training develops 
competency and is a very useful function. Their 
positive attitude may be based on their past 
experience, and their belief that development 
of individuals and teams through training is 
important for the achievement of long-term goals 
of the organization. Such people may support 
training, even if they may not be involved in it. 
Because of top support other managers may also 
provide similar support to training. In one State 
Department in India, the Principal Secretary 
of a Department was quite busy with various 
functions of the department.

However, because of the image of the head of 
the training institution as well as the consultant 
involved in the training function, he gave full 
support to the training function. He did not make 
any effort to get acquainted with training and its 
impact, except listening to the information in the 
committee he chaired. As a result, support was 
provided to the training function by other system 
managers at all levels.

4.	 Participating in the Training Function: It is 
important that training function is owned by the 
work system. Such ownership can be developed 
when the managers participate in the planning 
of training, etc. This is particularly true of the 
top management. Participation can be in terms 
of taking active interest in training, seeing how 
training is to be done, giving ideas and providing 
some external support for training. If the top 
managers support training, others at various 
levels in the organization will also provide support 
to the training function.

One experience from one State Government 
provided good evidence for such ownership. 
One young top administrator in one of the State 

functions, after having taken charge of training 
along with other functions, critically went into 
various proposals and was convinced that 
investment in training was very important to 
raise the level of effectiveness of the function. 
He studied various problems and bottlenecks of 
training. He went around to various administrators 
and explored various approaches. He also found 
that training made some difference in the 
level of effectiveness of people who attended 
the programs. He provided full support to the 
training function and was prepared to support 
even unconventional proposals to make training 
more important and innovative. His support 
was infectious. The system started to send more 
participants and the training system seemed to 
be taking off.

5.	 Sharing Training Responsibilities: The highest 
level of partnership is reflected when top 
administrators and other administrators share 
the responsibility of developing competencies 
in the system. In many industries, which are in 
the forefront in the developing countries, one of 
the roles top management plays is to identify and 
nurture talent in the company. The example cited 
above from the Indonesian province is illustrative 
of the degree of partnership. The Head of the 
Planning Department (including training) not only 
provided support to the training function, but 
took responsibility of designing a good module 
in district planning. Its implementation by the 
trained persons improved working in the province. 
In some other cases, the top management and 
line managers volunteer to serve as resource 
persons in the training institutions. There is more 
conviction that one of the functions of the top 
management is to develop human resource in 
the organization.
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Box – 2

Training Functions for Organizational Effectiveness

Line Manager

1.	 Analyzes each employee’s role and lists detailed 
functions to be performed, outlining managerial, 
technical, and behavioural capabilities required.

2.	 Identifies training needs of each employee in 
terms of relevant functions and communicates 
these to HRD department.

3.	 Encourages employees, provides opportunities to 
take responsibility and initiative and to learn on 
the job.

4.	 Provides continuous coaching and helps 
employees to develop problem-solving skills.

5.	 Sponsors subordinates for training with HRD 
department.

6.	 Obtains feedback from subordinates about 
capabilities acquired during training, discusses 
opportunities for trying out what they have 
learned, provides such opportunities.

7.	 Institutes group discussions, etc., to help 
subordinates learn to work as a team.

HRD Department1

1.	 Designs systems to identify training needs.

2.	 Collects information about training needs from 
line managers.

3.	 Keeps up to date on trends in training.

4.	 Collects information about available training 
programs.

5.	 Disseminates information about training 
opportunities to line managers.

6.	 Analyzes training needs and plans in-house 
training.

7.	 Manages training production (functions and 
facilities).

*Pareek & Rao (1984)
	

Support at Different Stages

The following objectives should concern the 
participants’ organizations at each successive phase 
in order to ensure effective training.

1.	 Pertaining: An organization’s concerns before 
training lie mainly in four areas: clarifying the 
precise objectives of training and the use the 
organization expects to make of the participants 
after training, selection of suitable participants; 
building favorable expectations and motivation in 
the participants prior to training; and planning for 
any changes that improved task performance will 
require in addition to training, such as physical 
and organizational rearrangements, including, 
perhaps, some capital expenditure.

2.	 Training: At the training stage, the main concern 
if the organization should be to remove pre-
occupations of the participants while they 
are away for training, and communicating 
interest in their training. Participants in training 
will give better attention to the program if 
assured that their families and personal affairs 
will be safeguarded during their absence. 
Organizations should at least ensure that no 
distracting preoccupations occupy participants 
during training or bedevil their anticipation of 
its outcome. The organization can also sustain 
interest and positive anticipation, which will help 
participants to learn.

3.	 Post Training: At this stage, organizational 
adjustments may be needed. A participant is 
back from training and needs to be encouraged 
to use the useful things he has learned. Facilities 
for discussing his training experiences with 
colleagues signal that the organization expects 
him to use his training and also expects others to 
collaborate with him.
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Box – 3
Aligning Training with Technology Strategy

1.	 The manufacturer of new technology should, in its 
own self-interest, take responsibility for ensuring 
that the user becomes capable of operating the 
new technology profitably. Such a relationship is 
advantageous to the manufacturer because:
i.	 it binds the user to the manufacturer in goodwill;
ii.	 it gives the manufacturer a competitive edge 

in acquiring marketable innovations and 
adaptations developed by the user;

iii.	 it helps the manufacturer develop improvements 
in current technology and designs for newer 
technology; and

iv.	 it minimizes the possibility of user disappoint-
ment, which acts as a drag on sales.

2.	 Since formal training is an indispensable part of 
implementing new technology, manufacturer and 
user should jointly develop a training strategy that 
will ensure profitable operation by the user. The 
manufacturer should act either directly or through 
a third party for whose performance it accepts 
responsibility.

3.	 The manufacturer should adopt a formal business plan 
that establishes the function of user training as a critical 
element of long-term business survival and growth.

4.	 Training needs and costs should be included as an 
explicit part of the investment in new technology. 
Hopes of accomplishing training cheaply and by 
improvisation are doomed to failure.

5.	 Manufacturer and user should jointly secure that 
the user’s employees learn not only the technical 
aspects of operating, troubleshooting, and 
maintaining a system but also the scientific and 
technological principles on which it is based. This 
will enable the user’s employees to solve problems 
on equipment of all kinds.

6.	 Manufacturer and user should pay early attention 
to how the new technology will affect organisation, 
decision-making patterns, work rules, job design, 
communications, and learning systems. These issues 
require advance planning and may determine the 
success of the organisation. Ad hoc or ex post facto 
decisions are often too little, too late, and too costly.

7.	 When an integrated system is assembled from 
components supplied by multiple vendors, the user 
should seek the assistance of an organization whose 
expertise encompasses both training and most or 
all the technologies involved.

Box – 4
Aligning Training with Financial Strategy

1.	 Senior management should require training 
proposals to include clear-cut information related 
to cost-effectiveness, including need, objectives, 
content, design, and delivery. Cost should be 
related to subject matter and performance 
improvement goals. Comparative cost data should 
be required whenever possible.

2.	 Senior management should evaluate cost-
effectiveness in terms of agreed-upon objectives 
- specifically whether the functional elements are 
shaped and combined in the manner best suited 
to the organization’s needs. The key elements 
include project management, use of in-house 
versus outside talent, instructional design, course 
development, and delivery systems.

3.	 Employers should give serious consideration to 
the continuous learning/employment security 
connection as a strategy for the long-term survival 
and growth of the enterprise.

4.	 Employers should give as broad a guarantee of 
employment security as they can manage, to 
strengthen workforce receptivity to the continuous 
change and continuous learning that competition 
demands. At the least, they should guarantee 
that no program for introducing new technology 
into the workplace will cause employees to lose 
employment or income.

5.	 Employers should evaluate the cost of retraining 
career employees as compared with the visible 
and hidden costs of separation and replacement 
with newly trained outsiders. Often the costs 
of retraining (combined with the advantage of 
workforce stability) may be lower, and the costs 
of dismissal or retirement and hiring new people 
may be higher than appears on the surface.

6.	 To promote employment security, which is key 
to high productivity, employers should assign 
responsibilities and establish routines to:
i.	 Anticipate the obsolescence of current jobs 

and the emergence of new jobs;
ii.	 Identify current employees who can be 

advantageously retrained for emerging jobs;
iii.	 Provide employees with early opportunities to 

volunteer for education and training; and
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iv.	 Ensure that employees are ready to enter new 
jobs when needed. Where there is a union, it 
should be involved in these activities insofar as 
they apply to employees in the bargaining unit.

7.	 Employers should anticipate unavoidable 
displacements or forced dismissals as far ahead as 
possible and use the lead time to develop market-
oriented retraining and outplacement programs. 
Economic supports should be built into the 
programs to reinforce employment security.

MAKING TRAINING AS A COMPONENT OF THE 
STRATEGIC THRUST

Partnership in the training function by line 
management is reflected in the place given to 
training in the strategic thrust planned by the 
organization. The line management should be 
directly involved in the design of the strategic thrust 
for training. Training professionals should participate 

in the organization’s strategic thinking. Some 
organizations prioritize key issues through rigorous 
evaluation of vision alignment. Lisa Smith (as cited 
from the Internet) concludes, based on her study 
of aligning human resources to business objectives, 
that senior line management recognising employees 
as a critical component in attaining company goals 
is the most critical factor. “Companies that are able 
to align human resources with organizational vision 
and objectives will establish a competitive edge. 
Willingness to constantly evaluate and measure the 
degree of alignment will maintain that edge.”

The alignment of line management and the training 
function is illustrated in Box 2 (roles of line managers 
and HRD in relation to the training function.

In Box 3, several recommendations reproduced from 
Rosow and Zager (1988) are provided for aligning 
training with financial strategy.

* * *
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Interaction with Dr. Anil K. Khandelwal
Dr. Upinder Dhar*

Dr. Upinder Dhar, on behalf of Indian Journal of Training and Development, had approached Dr. Anil K. 
Khandelwal, Former Chairman & Managing Director, Bank of Baroda for a brief interaction to know more 
about Dr. Udai Pareek. Here are the excerpts.

UD: Kindly share your relationship with Prof. Udai 
Pareek. How long did you know him?

AKK: I had the privilege of knowing Prof. Udai Pareek 
for over three decades. My association with him 
began in 1978 when I attended the very first HRD 
workshop conducted by him and Prof. T.V. Rao at IIM 
Ahmedabad. That marked the beginning of a long 
and meaningful professional relationship, enriched 
by learning, dialogue, and collaboration.

UD: What was your impression when you met him 
for the first time?

AKK: I attended his first-ever workshop on HRD in 
1978, jointly conducted with Prof. T.V. Rao at IIM 
Ahmedabad. During that workshop, they shared the 
manuscript of their pioneering work on applying the 
HRD framework at Larsen & Toubro. I consider myself 
fortunate to have been part of that historic initiative.

All of us who attended were deeply impressed by 
the potential of the HRD approach. It articulated 
a positive philosophy about people, emphasized 
developmental intent, and proposed a systematic 
redesign of appraisal and training systems. It was 
refreshing and forward-looking.

However, I did express some scepticism about its 
practical application in the prevailing industrial 
relations climate of the time, which was often 
characterized by mistrust and adversarial postures. 
Both Prof. Pareek and Prof. Rao listened carefully 
to my concerns and encouraged me to articulate 

my perspective in authoring some articles for the 
professionals. That openness to dialogue left a lasting 
impression on me.

Later, Prof. Pareek invited me to contribute two 
chapters to the course material for IGNOU, a 
committee he chaired. I also wrote a major article 
in  Business India on the HRD/OD approach to 
industrial relations, which was very well received. 
His encouragement was instrumental in shaping my 
thinking and writing in the field.

UD: How would you describe him as a person and 
as a scholar?

AKK: As both a scholar and a person, he was 
brilliant yet remarkably humble. His credibility as a 
teacher, researcher, and later as a consultant was 
exceptionally high. He combined intellectual depth 
with human warmth.

I attended one of his programs on Role Efficacy in 
Bangalore. In one exercise, we were asked to write 
an essay on “My Role” in twenty minutes. The essays 
were then analyzed across ten dimensions of role 
efficacy. I was pleasantly surprised to score 10 out 
of 10, along with Ms. Susan Verghese of Crompton 
Greaves. The exercise demonstrated his innovative 
and insightful approach to behavioral science.

At that time, I was serving as Senior Core Faculty 
at the Bank of Baroda Staff College, Ahmedabad 
and that provided me opportunity for frequent 
interactions with him. He persuaded me to attend 
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the Basic Human Process Laboratory  conducted by 
the Indian Society for Applied Behavioral Science 
(ISABS). I initially attended but discontinued after 
the first phase. To my surprise, one day I found 
Prof. Pareek in my office - he had personally come 
to persuade me to complete the remaining phases 
and qualify as a Professional Member of ISABS. That 
gesture deeply touched me. I eventually completed 
the programme and became a Professional Member.

He truly practised what he preached. He embodied 
the values of HRD, which gave immense credibility 
to the vocabulary and philosophy of HRD in Indian 
industry.

UD: According to you, what are his most significant 
contributions?

AKK: His most significant contribution was the 
application of an HRD orientation to Indian industry 
at a time when personnel management was largely 
administrative and compliance-driven. He provided 
a compelling vision of human resources as a critical 
asset for organizational well-being and long-term 
sustainability.

Through his academic writings and consulting work, 
he introduced and popularized powerful concepts 
such as Extension Motivation, Role Efficacy, and 
Organization Development. These ideas reshaped 
managerial thinking and influenced an entire 
generation of HR professionals.

UD: How has his work impacted industry in general 
and banking practices in particular?

AKK: His work was deeply inspiring for both industry 
and the banking sector. State Bank of India and Bank 
of Baroda were among the early adopters of formal 
HRD departments in the early 1980s. I was fortunate 
to be part of that pioneering journey in Bank of 
Baroda.

The influence of his ideas was visible throughout 
my career in the bank. We introduced several HR 

innovations grounded in HRD philosophy. When I 
later took over as Chairman and Managing Director 
of Bank of Baroda, I invited him as a Process facilitator 
to attend our Board meeting for 2 days for setting 
a compelling vision of the Bank and he contributed 
immensely in sharing his observations with the 
entire board which set agenda for Transformational 
changes. Prof. Pareek graciously agreed to serve as 
our HRD Advisor. Under his guidance, we initiated 
a major HR transformation program as part of a 
broader technology-driven business transformation.

This experience demonstrated how building 
intangibles - such as leadership capability, culture, 
and role clarity - can drive tangible business 
outcomes. His intellectual influence thus translated 
into measurable organizational impact.

UD: Please share some memorable experiences to 
inspire the younger generation.

AKK: Beyond academics, we shared a common 
love for ghazals. He introduced me to the soulful 
renditions of Hariharan, which I continue to cherish. 
He was also fond of Rajasthani cuisine - something 
close to my own heart. Though both of us hailed 
from Jaipur, we rarely met socially.

However, he was always gracious in responding to 
our invitations to conduct sessions in our Advanced 
Program in HRD for personnel functionaries. What 
stood out was his preparation - he would often send 
questionnaires in advance and meticulously tailor his 
sessions to participant needs. His professionalism, 
humility, and commitment to learning were 
exemplary.

For the younger generation, his life offers a powerful 
lesson: intellectual brilliance must be accompanied 
by humility, openness to dialogue, and genuine 
commitment to human development.

UD: Thank you Dr. Khandelwal for sparing your 
valuable time for the interaction.

* * *
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Thousands of years of telling stories have shaped our 
brains such that we instinctively process information 
and remember better via stories. Therefore, it is 
not surprising that story telling is one of the most 
powerful communication tools. Storytelling is 
increasingly being used, in addition to case studies, 
by faculty in institutions of higher learning to 

engage their learners and make the lessons easily 
understandable and more memorable for them. One 
can imagine all the things and experience everything 
narrated by the faculty. But, it depends on the story 
teller how creative he/she is? It also helps to shape 
better citizens by connecting the students with many 
moral-based stories.

Calmness as an Ingredient of Decisions	 Story 01

Upinder Dhar*, Sahiba Vyas** and Shreya Sharma** 

Empire Steel Limited was a renowned steel 
production company located in the industrial city 
of Pithampur, Madhya Pradesh. The company 
developed a good reputation over the years 
for providing quality products, maintaining a 
disciplined workforce, and creating a friendly 
working environment. The company developed 
a proper framework over the years with the 
formation of various departments such as 
the Human Resource, Sales, Marketing, and 
Production.

Despite the success of the company, a serious 
problem started to emerge. The company noticed 
that out of the overall cost of running the business, 
the overheads were increasing steadily. This was 
mainly due to the expenses incurred for allowing 
overtime. The employees worked more than the 
usual hours to meet the production requirements. 
However, this problem ended up being a costly habit. 
The company realized that it needed some additional 
employees to meet the increasing production needs.

The problem seemed to have a unique characteristic, 
because the basis of paying overtime was seniority 
of an employee. More senior the employee, more 

payment was given for overtime. Some of the senior 
employees had a habit of slowing down during 
the regular working hours so that they could finish 
the job during the overtime hours and earn more 
accordingly.

The senior management was concerned about the 
increasing cost and decided to fill the vacant position 
of Human Resource Manager. Rahul Jain was 
appointed in view of his reasonably long experience 
of having worked in the industry. Rahul, a young and 
insightful management professional was briefed 
by the Managing Director to see how production 
cost could be reduced. Rahul observed that the 
company had a good reputation and employees 
were competent in general. He realized that his 
biggest challenge would be to reduce cost by cutting 
down on overhead expenses without disturbing the 
harmony in the company.

Rahul started by going through a detailed study of 
how employees worked and by analyzing overtime 
data. After carefully perusing all the data and 
discussing the matter with the departmental heads, 
he realized that the overtime pay was not only 
due to a shortage of staff but also because some 
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senior employees were misusing overtime. The first 
thing Rahul realized was that one of the ways of 
reducing cost was by increasing efficiency and better 
delegation. The position of Assistant Manager was 
not filled-up in the Production Department after 
the retirement of Mahesh Saxena, three years back. 
He felt that instead of hiring an external candidate, 
who would be costly for the company, an existing 
employee could be promoted while employing few 
workers at the junior level.

Rahul consulted various departmental heads and 
sought suggestions regarding the appointment of an 
Assistant Manager. After considering all possibilities, 
Rahul realized that one name kept coming up: Ankit 
who was working as a supervisor in the Production 
Department. Ankit was considered a hardworking 
and honest employee of the company.

Rahul requested the Production Head Arvind Kumar 
to send Ankit for a meeting with him. On having an 
interaction with Ankit, Rahul saw a problem. The 
company policy clearly stated that only those who 
have completed their MBA could be appointed on 
the managerial positions. Ankit had cleared all the 
prescribed courses except ‘Major Research Project’ 
due to the high workload of his job in the company. 
Ankit told Rahul that he would need only three 
months to complete his project and attain MBA 
degree.

In view of Ankit’s potential in mind and need of the 
hour, Rahul obtained the approval of the competent 
authority for promoting Ankit to the position of 
Assistant Manager with the condition that he will be 
completing his MBA within three to four months. The 
office circular announcing the promotion of Ankit 
was circulated throughout the company.

The very next day, a surprising scene occurred. One of 
the senior supervisors in the Production Department 
named Ramkumar, who had served the company for 
the last thirty years stormed into Rahul’s cabin in a 
fit of rage. At the age of fifty-eight, he was one of the 
oldest employees in the company. He raised his voice 
and stated that he was senior to Ankit and hence 
should have been promoted.

Most importantly, he stated that the promotion 
given to Ankit was against the company’s policy 
since he had not completed his MBA. He labeled the 
promotion as “illegal” and unfair. Rahul kept calm 
and tried to pacify Ramkumar by mentioning that 
Ankit would finish his MBA in three months and that 
the decision was taken in consultation with all the 
department heads. Ramkumar did not pay any heed 
to what Rahul was saying. Instead, he threatened 
him that if the promotion order was not withdrawn 
by evening, he would go on strike along with other 
employees.

Ramkumar’s long standing in the company gave his 
words considerable weight. Rahul was caught in a 
tricky situation when he suddenly faced this issue. 
As a manager, Rahul had several alternatives: a stern 
warning, offer financial compensation, suspend 
Ramkumar for misconduct, or engage in a further 
dialogue with him in the presence of Arvind, his 
departmental head.

After considering these alternatives, Rahul decided 
to engage in a dialogue with Ramkumar. Rahul called 
Ramkumar and requested Arvind to join for a formal 
meeting. Rahul chose not to take a stern stance against 
Ramkumar but instead talked calmly, explaining the 
situation patiently. Rahul explained that increasing 
overtime cost was affecting the company adversely 
and Ankit’s appointment was part of a larger plan to 
reduce the cost.

He also told Ramkumar that Ankit’s promotion meant 
a minimal increase in salary, and even then did not 
exceed the salary of Ramkumar. Rahul also told 
Ramkumar that interfering in official management 
decisions and calling strikes could result in disciplinary 
action against Ramkumar under company rules.

Ramkumar was given full opportunity to make his 
point and both Rahul and Arvind listened to him 
carefully. An important point was revealed during 
the meeting: Ramkumar was relying on overtime 
payments as a major source of additional income. 
By not appointing Ankit, Ramkumar was hoping that 
the overtime system would continue, allowing him 
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to draw additional income at least till he retired after 
two years.

After this hidden agenda was revealed, Ramkumar 
realized that his behavior could result in disciplinary 
action against him. Rahul’s words seemed reasonable, 
and Ramkumar, with persuasion by Arvind, agreed 
to abide by management’s decision. The issue was 
resolved amicably, with Ankit joining the position 
of Assistant Manager, Ramkumar remaining in his 
position as Senior Supervisor, and the company 
avoiding a strike, and disciplinary action against 
Ramkumar.

Rahul’s actions showed that being a leader is not 
about imposing decisions, but finding the root cause 

of the conflict and resolving it by talking and using 
logic. Management of conflicts is all about minimizing 
the adverse effects while increasing productivity by 
understanding the point of view of employees and 
convincing them about the logic of a decision.

QUESTIONS

1.	 Discuss the factors that led to Ramkumar’s 
intense reaction after Ankit was promoted to the 
position of Assistant Manager.

2.	 What lessons do you draw from this story?

(Moral: Participative decisions lead to management 
of conflicts effectively).

* * *
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The Hidden Bottleneck
Venkatalakshmi R.*, Santosh Dhar** and Hemmani Pandey***

INTRODUCTION

Precision Manufacturing Solutions (PMS) was a 
mid-sized manufacturing company in Bangalore, 
India. The company specialized in designing and 
manufacturing precision-engineered components 
for the automotive and aerospace industries. PMS 
had built a reputation for delivering high-quality 
products. The company operated across three 
main divisions: Design & Engineering, Production, 
and Quality Assurance. Their manufacturing facility 
spanned across 50,000 square meters and was 
equipped with state-of-the-art CNC machines, CAD 
software, and advanced testing equipment.

For the past five years, PMS had consistently met its 
quarterly targets, maintaining a 98% on-time delivery 
rate and a defect rate of just 2.1%. However, the last 
two quarters (Q3 and Q4 of the previous fiscal year) 
had seen a dramatic shift. The company had missed 
its production targets by 18% and 22%, respectively; 
a concerning trend that had begun to affect client 
relationships and profit margins.

THE NEW PROJECT LEAD

Rajesh Khanna, 42 years, joined Precision 
Manufacturing Solutions as Senior Project Lead. 
He had 18 years of experience in manufacturing 
operations across continents. He held a degree in 
Mechanical Engineering from IIT Delhi and an MBA 
in Operations Management from a reputed business 
school. His previous company had recognized him 
as “Operations Manager of the Year” for improving 
production efficiency by 34% within 18 months.

He was appointed to resolve the production shortfall 
that had plagued the company. The Managing 

Director, Vikram Sharma had given him a clear 
mandate: identify the root causes of the performance 
decline and implement corrective measures within 
90 days.

OBSERVATIONS AFTER JOINING

Week One: The Initial Shock

On his first day, Khanna walked the production floor 
with the Operations Manager, Suresh Patel. What he 
observed was puzzling. The facility appeared well-
maintained, machines were running, and workers 
seemed engaged. Yet, the production floor, which 
should have been buzzing with coordinated activity, 
seemed fragmented. Different sections operated 
almost independently, with minimal communication 
between teams. Khanna requested access to 
the production data for the past six months. The 
data revealed that the problem wasn’t a sudden 
equipment failure or a market collapse. It was a 
gradual degradation in performance metrics across 
multiple parameters.

Week Two: Meeting the Team

Khanna scheduled individual meetings with key 
personnel. The Design & Engineering team was led 
by Priya Desai, 38, a talented CAD specialist with 12 
years of experience. Priya said, “the design approval 
process had become increasingly bureaucratic. What 
once took 3-4 days now took 10-12 days. New quality 
standards had been introduced six months ago, 
requiring multiple rounds of approval from different 
departments. Designing the same products, now we 
need sign-offs from five different people instead of 
two, Frustration was evident in her voice.
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Priya also stated, “I’ve been with this company for 12 
years. I have designed over 150 components, many 
of which have become bestsellers for our clients. 
But when was the last time someone acknowledged 
my work? There’s no performance bonus, no public 
recognition, nothing. Meanwhile, I see the same 
designs being praised in client meetings, but my 
name is never mentioned. I feel invisible”.

The Production Manager, Arjun Nair, 35, shared 
a different perspective. Arjun had been with the 
company for eight years and was known for his 
technical expertise. However, when Khanna asked 
about the rework rate increase, Arjun became 
defensive. “The designs coming from engineering are 
not always clear. We’ve had to make assumptions, 
and sometimes those assumptions are wrong. We 
end up producing components that don’t meet 
specifications, and then we have to rework them”.

Arjun’s frustration was evident when he said, “six 
months ago, management decided to implement 
new quality standards without consulting us. We’re 
the ones executing these standards on the floor, but 
nobody asked for our input. If they had asked, we 
could have told them that the new process would 
create bottlenecks. Now, we’re struggling, and 
management blames us for not meeting targets. It’s 
demoralizing”.

The Quality Assurance head, Vikram Iyer, 45, 
presented yet another viewpoint. Vikram had 
recently implemented a new quality control protocol 
that was more stringent than the previous one. 
“We’re catching more defects now, which is good,” 
he said. “But the problem is that defects are being 
caught too late in the production cycle. By the time 
we identify an issue, the component has already 
consumed significant resources.”

When Khanna probed further about employee 
engagement, Vikram admitted, “The quality team 
members are highly skilled, but they’re not involved 
in strategic decisions. When we introduced the new 
quality standards, it was a top-down decision. The 
team members who work with these standards daily 
were never consulted. Some of them have brilliant 

ideas about how to improve the process, but there’s 
no platform for them to share these ideas. They’ve 
stopped trying.”

Week Three: Deeper Investigation

Khanna decided to spend time on the production 
floor, observing the actual workflow and conducting 
informal interviews with frontline workers. He 
noticed several critical issues:

1.	 Communication Breakdown: The Design team 
would finalize a design and send it to Production 
via email. There was no formal handover meeting. 
When Production encountered ambiguities, they 
would send queries back, but responses took 2-3 
days. This back-and-forth communication was 
causing delays.

2.	 Lack of Cross-Functional Coordination: Khanna 
observed that the Design team (15 people), 
Production team (120 people), and Quality 
team (25 people) operated in silos. There were 
no regular sync meetings. Each department 
optimized for its own metrics rather than the 
overall production goal.

THE RECOGNITION AND ENGAGEMENT CRISIS

During his conversations with frontline workers, 
Khanna discovered a deeper issue, when he asked 
Ramesh Kumar about his experience at PMS. Ramesh 
said, “I’ve been here for six years. I’ve never received 
a bonus, never been recognized in any company 
meeting, and I don’t even know if my work matters. 
Last year, I suggested a way to reduce machine setup 
time by 15%, which could have saved us significant 
production hours. I mentioned it to my supervisor, 
but nothing happened. Nobody even acknowledged 
the idea. So now, I just do my job and go home. Why 
should I care about meeting targets if the company 
doesn’t care about recognizing my contributions?”

Deepak Singh echoed similar sentiments: “The 
management makes all the decisions. We’re just told 
what to do. When the new quality standards were 
introduced, we weren’t asked for our opinion. We’re 
the ones working with these standards every day, 
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and could have identified the problems. But, nobody 
asked us and now the blame game was going on”.

Ms. Anjali Sharma, one of the few female operators 
on the floor, shared her frustration: “I’ve been with 
the company for four years. I’ve learned to operate 
five different types of machines, and I’m one of the 
fastest operators here. But I’ve never been promoted, 
never received a special incentive, and my name is 
never mentioned in any achievement. The company 
celebrates when targets are met, but individual 
contributions are never acknowledged. It makes you 
feel like you’re just a cog in the machine.”

Khanna also discovered that the company had 
no formal recognition program. There were no 
employee-of-the-month awards, no performance 
bonuses tied to individual or team achievements, and 
no career development pathways. The last company-
wide recognition event had been held two years ago.

THE DECISION-MAKING EXCLUSION

Khan reviewed the minutes of management 
meetings from the past six months and found that 
frontline employees and middle managers were 
never invited to strategic discussions. The new 
quality standards, the new production targets, and 
the new performance metrics were all decided by 
senior management without input from those who 
would implement them.

When Khanna asked Suresh Patel, the Operations 
Manager, why frontline workers weren’t consulted, 
Suresh replied, “That’s just how it’s always been 
done here. Senior management makes decisions, and 
we execute them. But honestly, if we had involved 
the team, we might have avoided some of these 

problems. The workers have practical knowledge 
that management doesn’t have.”

By the end of week three, Khanna had a clearer 
picture. He realized that the employees were not 
the problem, but the system and culture were. The 
skilled workers were frustrated because they were 
being asked to work within a dysfunctional system 
where their contributions were invisible and their 
voices were unheard. The rework and delays were 
symptoms, not the hurdle. The issue was a lack of 
integrated process management, cross-functional 
collaboration, employee recognition, and inclusive 
decision-making.

THE TAKEAWAYS

	● Even if the company has skilled workers and good 
equipments, the organizational culture should be 
favorable.

	● The introduction of new quality standards 
should be accompanied by process redesign and 
adequate training, and employee consultation.

	● Cross-functional communication is imperative for 
each department to optimize.

	● Lack of employee recognition and engagement 
can create motivational crisis. Workers who feel 
invisible and unheard lose their drive to perform.

QUESTIONS

1.	 How Inclusive decision making could have 
increased organization effectiveness?

2.	 Employee recognition improves motivation and 
employee engagement (comment).

(Moral: Recognition sustains performance).

* * *
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Between Heart and Mind
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The small tea stall at the corner of Suryapur’s main 
road had become an evening meeting place for 
many people in the town. After a long day of work, 
they gathered there to relax, sip tea, and talk about 
everything from daily life to national news. One 
topic, however, always seemed to dominate the 
conversations - the rise and fall of the stock market. 
One evening, Arjun sat quietly on the wooden bench 
outside the stall, staring at the screen of his phone. 
Usually, he enjoyed discussing investments with the 
others, but that day he seemed unusually silent.

Tara arrived a few minutes later and noticed his 
expression. She greeted him and sat beside him with 
a cup of tea. “You look worried today,” she said. “Did 
something happen?” Arjun sighed and showed her 
the numbers on his phone. “I made a mistake in the 
market today,” he admitted. “The price of a stock had 
been falling for days. I knew it was risky, but everyone 
around me kept saying that it might rise again. Their 
excitement made me hopeful, so I invested even 
more money. Now, the price has dropped further.”

He paused for a moment before continuing. “I think 
I knew the risk, but my decision wasn’t really based 
on logic. It was excitement and maybe a little fear of 
missing out.” Tara listened carefully. After a moment 
she smiled gently. “That sounds strangely familiar,” 
she said. Arjun looked at her curiously. “What do 
you mean?” Tara took a moment before answering. 
Then, she began telling him about something that 
had been troubling her for a long time.

She spoke about Varun; a person she had once 
believed would become an important part of her life. 
When they first met, their conversations were warm 
and encouraging. Tara felt that he understood her 
dreams and ambitions, and she began to imagine a 

future where they could grow together. But as time 
passed, his behavior became unpredictable. Some 
days he showed interest in her ideas and spoke 
kindly to her, while on other days he seemed distant 
and indifferent. Tara often found herself trying to 
understand the sudden changes.

Each time he spoke to her warmly, she felt hopeful 
again. And each time he withdrew, she felt anxious and 
tried even harder to make things work. “Even when 
I sensed something wasn’t right,” Tara admitted, “I 
kept telling myself that maybe things would improve 
if I just waited a little longer.” Arjun listened quietly as 
she spoke. The pattern sounded surprisingly similar 
to what he had experienced in the stock market. He 
leaned back and said thoughtfully, “It’s strange how 
similar our situations sound.

In the market, investors sometimes keep holding on 
to falling stocks because they believe the price will 
recover. Hope makes them stay longer than they 
should.” Tara nodded slowly. “Yes,” she said. “And 
in relationships, hope can do something similar.” 
She then described a moment that had changed her 
perspective. One day she tried to resolve the tension 
between her and Varun by asking him to spend time 
together and talk openly.

She believed that if they had an honest conversation, 
things might become clearer. Instead, the 
conversation quickly turned into an argument. Varun 
became impatient and dismissive, and Tara left the 
meeting feeling hurt and emotionally exhausted. 
That evening she spent a long time reflecting on 
everything that had happened. Gradually, she began 
to notice how strongly her emotions had been 
guiding her choices.
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* * *

The fear of losing the relationship and the hope that 
things might improve had made it difficult for her to 
step back and look at the situation realistically. As Tara 
shared these thoughts, both she and Arjun began to 
see a deeper connection between their experiences. 
In financial decisions, excitement and fear often push 
investors toward impulsive choices. In professions 
such as medicine, doctors may experience fear and 
pressure when dealing with critical situations, yet 
they must learn to remain calm in order to make 
careful decisions.

In personal relationships, feelings of attachment 
and hope can influence the way people respond 
to difficult situations. Emotions, they realized, are 
present in every aspect of human life. The challenge 
is not to remove them, because emotions are a 
natural part of being human. The real challenge is to 
recognize them before they quietly take control of 
our decisions.

The evening sky over Suryapur slowly grew darker 
as the conversation came to a pause. Around them, 
the tea stall owner began clearing the tables, and 
the usual crowd started to disperse. Arjun looked at 

Tara and said with a thoughtful smile, “It seems that 
whether it is money or relationships, the real lesson 
is the same. We have to understand our emotions 
before making important choices.” Tara nodded. For 
both of them, the evening had offered more than 
just a conversation. It had given them a new way 
of understanding the role emotions play in shaping 
human behavior.

QUESTIONS

1.	 How do emotions such as fear and excitement 
influence decisions in the areas like financial 
investments and personal relationships?

2.	 Why do people sometimes continue with choices 
even when they sense that those choices may 
not be beneficial?

3.	 How can self-awareness help individuals balance 
emotions and rational thinking while making 
important life decisions?

(Moral: Emotions are a natural part of every human 
decision. Awareness of those emotions helps us make 
wiser and more balanced choices).
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Navigating between Home and Work
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The whistle of the Hawkins pressure cooker gave a 
sharp, three-blast warning - a kitchen deadline that 
35-year-old Ananya knew better than to ignore. 
But simultaneously, her laptop emitted the familiar, 
persistent ‘budup’ of a Microsoft Teams call from 
a Project Manager (PM) who clearly didn’t factor 
the morning pujas or school-van schedules into the 
sprint cycle.

This was 8:45 AM on a “Home Day.”

Ananya sat at her dining table, a makeshift command 
center where a high-end ergonomic mouse rested 
next to a forgotten coaster of cold ginger chai. She 
was dressed in what she called the “Hybrid Uniform”: 
a crisp, Fabindia cotton kurta for the camera’s benefit, 
and a pair of well-worn, unofficial “work-from-home” 
leggings hidden safely beneath the table’s edge.

In the Information Technology (IT) world, she was 
a Senior Systems Architect at FinGlobal Solutions, a 
multinational firm where her job involved designing 
the complex, cloud-native frameworks for high-
security banking systems. But in the four walls of 
her home in Mumbai, she was a core part of a five-
member family. She was the “Technical Support” 
for her mother-in-law’s iPad, the “Procurement 
Manager” for the weekly groceries, and the “Conflict 
Resolution Specialist” for her two children: her 
seven-year-old son, Aaryan, and her three-year-old 
daughter, Diya. Her husband, Karthik, a Senior Analyst 
who also navigated a hybrid schedule, hurried past 
her with a quick nod, already on his own conference 
call.

As she clicked “Join”on the meeting hosted by her 
manager in London, United Kingdom (UK), the 
transition was instantaneous. The background blur 
on her screen hid the drying laundry on the balcony, 

but it couldn’t blur the mental load she carried. For 
Ananya, the hybrid model wasn’t just about where 
she worked; it was about the art of being in two 
realities at once, navigating the fiber-optic speed 
of the 21st century while being firmly rooted in the 
timeless rhythms of a traditional Indian home.

By 10:30 AM, the pressure cooker had done its duty 
and the Teams call had ended, but Ananya’s day had 
only just begun. A message from her manager flashed 
on the screen: “Client wants a face-to-face alignment 
tomorrow. Physical office. 9 AM sharp. No excuses.”

The next morning, Ananya stepped out of her Mumbai 
flat in full “office armor”; starched white shirt, formal 
trousers, and the uncomfortable heels, she hadn’t 
worn in months. The familiar scent of agarbatti from 
the morning puja still clung to her, as she squeezed 
into the crowded local train. The hybrid comfort of 
her dining table felt like a distant dream.

At the gleaming glass-and-steel office in Bandra-
Kurla Complex (BKC), the culture shock hit her 
instantly. People spoke in crisp, clipped sentences. 
No one asked about her mother-in-law’s health or 
her son’s half-finished math homework. The pantry 
conversations revolved around deadlines and 
Objectives and Key Results (OKRs), not dal-chawal 
recipes or school-van timings. She caught herself 
instinctively lowering her voice when she answered 
a call from home. Yet the real test came at 2 PM, the 
high-stakes “Hybrid Bridge” meeting.

Ananya stood at the head of the long boardroom 
table, projector humming, while her global team 
appeared on the giant screen. In Mumbai, the senior 
stakeholders sat physically present, sipping their 
artisanal tea. On the screen, Sarah from Seattle was 
in her kitchen making avocado toast, Rajesh from 
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Bengaluru was balancing his laptop on a study table 
with his daughter playing nearby, and Maria from 
Manila was in her living room with laundry drying 
behind her blurred background.

Ananya took a deep breath and began, “Team, today 
we align on the migration timeline while respecting 
everyone’s realities: whether you’re in a boardroom 
or a kitchen command centre.”

For the next forty-five minutes, she masterfully 
bridged two realities: translating the boardroom’s 
formal urgency into language that made sense to 
parents juggling school runs and remote workers 
fighting unstable Wi-Fi. When a colleague rolled his 
eyes at a delayed response, she gently redirected the 
conversation with empathy and data.

By the time the meeting ended with a collective 
“Thank you, Ananya,” she realized something 
profound. The real innovation wasn’t just in the 
fintech platform they were building. It was in her, the 
quiet, everyday architect who had learned to hold 
both worlds together without letting either collapse.

Ananya’s journey from the dining table in her Mumbai 
flat to the glass-and-steel towers of BKC is more than 
a story of time management; it is a masterclass in 
Adaptive Leadership. She represents a new era of 
professionals who must be “bilingual,” speaking the 
language of high-stakes Key Performance Indicators 
(KPIs) while navigating the nuanced realities of 
domestic life.

Ultimately, her success didn’t come from perfectly 
separating her two worlds, an impossible feat in a 
hyper-connected age but from her ability to bridge 
them. By acknowledging Sarah’s avocado toast and 
the boardroom’s filter coffee in the same breath, she 
humanized the machine of corporate productivity. 
The story ends not with a choice between home and 
office, but with the realization that the most valuable 
“System Architect” is the one who can design a life 

that honors both. Despite the lack of a commute, the 
challenges of this new era are etched into the silent 
spaces of the home. For Ananya, the greatest hurdle 
isn’t the technology, but the blurring of boundaries; 
when your office is your dining table, you never truly 
leave work, and you never truly arrive home.

The “flexibility” of the hybrid model often translates 
into an “always-on” expectation, where the digital 
tether of the smartphone turns every domestic 
moment into a potential professional crisis. There is 
the Cognitive Load of switching from a high-stakes 
Information Technology (IT) migration to a child’s 
tantrum in thirty seconds - a mental whiplash that 
leads to a unique, modern form of exhaustion. 
Furthermore, the Social Isolation of the screen 
can slowly erode the mentorship and spontaneous 
“water-cooler” innovation that only happens in 
person. The challenge is no longer just managing 
a schedule; it is the constant, exhausting effort of 
building an invisible partition between two worlds 
that are perpetually trying to bleed into one another.

QUESTIONS

1.	 Does “office armor” and hiding home life 
signify true competence, or is it an outdated 
performance that hinders authentic leadership?

2.	 When organizations ignore the “mental whiplash” 
of task-switching between home and work, is 
their support for the hybrid workforce merely 
superficial?

3.	 Should leadership education pivot from 
“managing tasks” (KPIs) to “managing humans” 
(integration) to better reflect modern, fragmented 
realities?

(Moral: True work-life balance is the shift from 
building walls between our lives to becoming the 
“Life Architect” who skillfully integrates them).

* * *
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Burning Candle
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MAIN CHARACTERS

1.	 Anita - A young and enthusiastic HR executive

2.	 Raghav - Anita’s manager

3.	 Priya - A colleague

4.	 Kabir - A new trainee

5.	 Manisha Sen - An administration staff member

Anita, 25 years old had recently joined the company 
as an enthusiastic HR executive in Chennai. The 
workplace was energetic and fast-paced. Employees 
moved quickly from one task to another, and 
dedication was often measured by how long people 
stayed at work. In her very first week, Anita stayed 
late to finish a pending report. The next morning, 
her manager, Raghav, simply said, “Good work done 
yesterday.” Though it was a small remark, it made 
Anita feel appreciated. From that moment on, she 
became known as someone always ready to help.

Gradually, colleagues like Priya and even the new 
trainee Kabir began approaching her whenever 
extra work came up. Anita never refused. Being 
dependable gave her a sense of pride. Over time, 
Anita’s willingness to help gradually became 
a constant expectation. Tasks kept increasing, 
deadlines tightened, and late evenings at the office 
became routine.

What once felt like dedication was now quietly 
turning into exhaustion. Priya noticed the change 
first. “You’ve not had lunch again,” she said one 
afternoon. “I’ll eat in a bit,” Anita replied while typing 
rapidly. But “a bit” never came.

Weeks passed, and the pressure began to affect 
Anita’s focus. During a team meeting, she accidentally 

mixed-up important data in a presentation. The 
mistake was small, but it shook her confidence. 
After the meeting, Kabir approached her carefully. 
“Ma’am, are you okay? You look really tired.” Later 
that evening, while finishing reports, Anita suddenly 
felt dizzy. Kabir quickly called Manisha Sen from 
administration, who calmly helped her sit down and 
gave her water. Manisha gently said, “Beta, if you 
keep burning like this, the candle will finish too soon.”

For the first time, Anita realized something had to 
change. That night, she sat quietly at home, reflecting 
on her routine. She wrote down two simple questions 
in her notebook:

What am I doing every day?

Is this how I want my life to look in five years?

The answers made her realize that she had been 
ignoring her own well-being. The next morning, 
she spoke with Raghav. Instead of complaining, 
she calmly explained the workload and suggested 
practical improvements:

	● Clearer deadlines

	● Better task delegation

	● Weekly planning

	● Limits on late-night communication

Raghav listened thoughtfully and agreed that 
adjustments were needed. Gradually, Anita began 
rebuilding a healthier routine. She took proper breaks, 
organized her work better, and started leaving the 
office on time whenever possible. She even resumed 
her morning walks. Interestingly, her work quality 
improved. She made fewer mistakes and contributed 
sharper ideas in meetings. Priya noticed the change 
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and said with a smile, “You look like yourself again.” 
Kabir also began following her balanced approach 
toward work. At the next quarterly meeting, Raghav 
shared an important reflection with the team:

“Working longer hours doesn’t always mean better 
performance. Sustainable success comes from 
balanced employees.” Anita felt quietly proud - not 
for working the longest hours, but for learning how 
to protect her energy.

QUESTIONS
1.	 What lesson does Anita learn about balancing 

work and personal well‑being?
2.	 How can you apply Anita’s experience to improve 

your own work–life balance?
(Moral: Real productivity comes from balance, not 
burnout. When people conserve their energy, they 
think better, work better, and shine longer - just like a 
candle that burns steadily instead of too fast).

* * *
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The Handbook of Policy Advice, edited by Michael 
Howlett and Ishani Mukherjee, is an important 
initiative in the study of public policy analysis and 
advisory systems. Both editors have been engaged 
in the field of public policy and specialize in policy 
advisory systems, yet rather than simply consolidating 
their intellectual contribution, the volume reframes 
policy advice as a decisive factor in governance 
and situates advisory systems within comparative 
and institutional debates. This shift is important: it 
demonstrates how advisory systems and practices 
shape policymaking processes, legitimacy, and 
reform trajectories across diverse political contexts.

The Handbook is organized into four parts and ten 
thematic sections, comprising fifty chapters authored 
by scholars and practitioners. The structure moves 
from conceptual foundations to knowledge utilization, 
the alignment of advisory supply and demand, and 
future trajectories of advisory systems. Within these 
divisions, the editors address the problematic nature 
of advice, the organization of knowledge sources, 
the role of communication and knowledge products, 
the influence of brokers and consultants, and the rise 
of participatory and pluralistic advisory practices.

A notable innovation is the triadic classification of 
advisory actors into users, providers, and brokers. This 
framework clarifies how advice circulates, is filtered 
through institutions, and gains traction in policy-
making arenas. Equally significant is the mapping 
of advisory channels, from bureaucratic notes and 
cabinet papers to consultant-driven processes, 
academic collaborations, digital platforms, and 
public consultations. The editors argue convincingly 
that the institutionalization of these channels shapes 
both the quality and legitimacy of advice.

Its coverage is extensive, spanning diverse dimensions 
of policy advice. It integrates political science, public 
administration, sociology, and organizational studies, 
while maintaining a global perspective that includes 
both Global North and Global South contexts. 
Its theoretical anchoring combines established 
frameworks with emerging lenses such as behavioural 
insights, digital advisory systems, and anticipatory 
governance. At the same time, it emphasizes practical 
utility by offering typologies, diagnostic indicators, 
and analytical tools for assessing advisory quality 
and institutional arrangements.
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The Handbook’s central thrust relates to its 
conceptualization of the Policy Advisory System 
(PAS), defined as a dynamic configuration of actors, 
institutions, norms, and processes governing 
the production and use of advice. By adopting 
a comparative lens, the editors demonstrate 
how advisory systems differ across Westminster 
democracies, corporatist regimes, federal structures, 
developing economies, and hybrid states.

The strengths of the volume are clear. It elevates 
policy advice from a peripheral concern to a core 
dimension of governance, provides the most 
systematic mapping to date of advisory actors and 
institutions, and develops a comparative framework 
linking political systems with advisory dynamics. 
It also underscores the political nature of advice, 
challenging technocratic assumptions, and bridges 
theory with practice by offering evaluative tools 
for policymakers. For researchers, it synthesizes 
decades of scholarship while opening new 
avenues for empirical and theoretical exploration. 
For practitioners, it offers concrete guidance on 
strengthening advisory arrangements, improving 
evidence utilization, and enhancing state capacity.

However, the limitations are equally important. 
Regional coverage is uneven, with Africa and South 
Asia receiving less sustained analysis than OECD 
countries. Political economy dimensions, such as 
lobbying, vested interests, and the influence of power 
relations, are insufficiently explored. The discussion 
of digital advisory tools, including emerging AI-
driven systems, is relatively modest and could be 
more fully integrated into the analysis. Practitioner 
perspectives are limited, and the integration of 
case studies is uneven, leaving scope for greater 

coherence and applied insight. These omissions 
matter, as they restrict the book’s capacity to fully 
capture the contested and power-laden nature of 
advisory processes.

Taken together, the Handbook consolidates a 
fragmented field while also provoking critical 
reflection. It compels readers to consider not only 
how advice is generated and delivered but also how 
it shapes governance outcomes and democratic 
legitimacy. For scholars of public administration, 
policy analysis, and governance, the volume serves 
as both a reference point and a provocation, 
reminding us that policy advice is never neutral and 
that its study demands the same critical scrutiny as 
the policies it seeks to inform.

The Handbook of Policy Advice emerges as a 
comprehensive, theoretically sophisticated, and 
empirically grounded contribution to public policy 
scholarship. Edited with conceptual clarity and 
meticulous care, it convenes a global community 
of scholars to illuminate the multifaceted world 
of advisory systems. In an era of complexity and 
uncertainty, the Handbook provides valuable 
insights into how advice is produced, contested, 
institutionalized, and utilized within governments. 
Its extensive references and detailed index enhance 
its utility as a resource for academics, researchers, 
policy analysts, administrators, consultants, and 
students.

To sum-up, although not without shortcomings, 
the volume remains a vital resource for reinforcing 
the advisory underpinnings of governance and for 
stimulating critical debates on epistemic legitimacy, 
institutional reform, and the realization of the 
Sustainable Development Goals.

* * *
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This review examines Wioleta Kucharska’s 2025 
publication, Organizational Intelligence for Change 
Adaptability: The Knowledge, Learning, and 
Collaboration Cultures Approach. This book, written 
in the light of the times, provides the Knowledge, 
Learning, Collaboration (KLC) framework that allows 
organizations to remain agile even in volatile markets. 
This review highlights the book’s practical utility for 
HRD professionals and trainers, focusing on building 
collective intelligence in their own initiatives. It 
concludes that Kucharska’s work is a vital resource 
for those leading digital and cultural transformations 
in 2025.

INTRODUCTION

In today’s business environment, the only constant 
is change. Organizations today have access to a 
wealth of data, but they struggle to use it efficiently 
whenever the market shifts. This has become a 
common problem today, where organizations, 
despite having a wealth of data, are unable to use 
it efficiently. The biggest question for management 
scholars now is how organizations can transform raw 

data into the ability to adapt and survive. Wioleta 
Kucharska understands this challenge and offers a 
solution in her new book named as Organizational 
Intelligence for Change Adaptability (Routledge, 
2025).

This book is very useful because it challenges the old 
traditional ways in which companies operate. What 
typically happens is that knowledge management 
is seen as the responsibility of IT and learning is 
seen as the responsibility of HR. The author argues 
that this separation is incorrect and a mistake so 
the author created a new framework (Knowledge, 
Learning, and Collaboration) which the author called 
as KLC approach. Author central argument is that 
“organizational intelligence” is not a static asset but 
a dynamic capability that can only exist when these 
three specific cultures of knowledge, learning, and 
collaboration work together in perfect harmony.

THE CORE CONCEPT: THE KLC APPROACH

The heart of this book is the KLC model. Kucharska 
explains it and states that organizations must 
cultivate three cultural pillars to be adoptable. If 
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any of these are missing, organizations will fail to 
transform (Figure 1).

Knowledge Culture (The Foundation)

The author defines knowledge culture as the 
organization’s memory. It is a system that captures 
and standardizes what the company already knows. 
In academic terms, this is called Exploitation. It 
means getting the most value out of current assets. 
But this book warns that if a company focuses only on 
knowledge, it will become rigid. While the company 
may remain excellent at following old rules, it won’t 
be able to adapt as the market shifts. This will be very 
dangerous for the company as the game changes.

Learning Culture (The Engine)

If knowledge culture is about using old information, 
learning culture is about discovering new information. 
We call this exploration. This book identifies “mistake 
tolerance” as a major factor here. The author 
convincingly demonstrates that learning cannot 
occur in an environment of fear. If employees fear 
punishment for a mistake, they will hide it and when 
errors are hidden from organizations, organizations 
will be unable to improve themselves. She argued 
that you can’t introduce a knowledge culture into 
a company without a learning culture. You must 
first understand current standards before you can 
improve them.

Collaboration Culture (The Catalyst)

The most important contribution of this book is 
how it defines collaboration. The author states 
that collaboration is not just about teamwork but 
a mechanism of exchange. Knowledge and learning 
reside in the human mind, but collaboration is a 
bridge that allows internal knowledge to be shared 
with the entire organization. In the absence of a 
collaboration culture, collective intelligence is stifled; 
the organization becomes a fragmented assembly 
of specialists unable to navigate cross-functional 
challenges.

 

 

Knowledge

Learning Collaboration

Figure 1: The KLC Approach (Source: Adapted from Kucharska, 
2025)

THE TACIT KNOWLEDGE PARADOX AND 
ORGANIZATIONAL UNLEARNING

Another valuable contribution of this book is its 
focus on tacit knowledge in the digital age. The 
author argues that while companies can easily store 
explicit knowledge in documents, tacit knowledge 
(such as wisdom, intuition, and experience) remains 
embedded within individuals. The KLC model suggests 
a paradox: as organizations become more digital, 
the risk of losing tacit knowledge increases. When 
employees rely heavily on digital “transactional” tools 
(such as emails and Jira tickets), the “socialization” 
of knowledge—where junior employees learn by 
observing seniors—begins to diminish.

This book argues that a robust organizational culture 
is the only safety net against this loss. The book 
also addresses the critical concept of “unlearning.” 
In today’s changing environment, the existing 
“knowledge culture” becomes a barrier if we cling 
to old, obsolete routines. The author’s data also 
shows that high “change adaptability” requires 
organizations not only to acquire new knowledge but 
also to abandon old paradigms. The author further 
suggests that collaboration within an organization is 
a mechanism that facilitates unlearning. This is only 
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possible through high-trust social exchanges where 
it is completely safe to admit that old processes are 
no longer valid. Researchers studying organizational 
obsolescence will find that the relationship between 
collaboration and unlearning offers fertile ground for 
future inquiry.

LEADERSHIP IN THE ERA OF AI

A major strength of this book is its focus on Artificial 
Intelligence. The author makes a compelling 
argument here, arguing that as AI becomes better at 
handling data, the human ability to collaborate will 
become increasingly valuable.

The book suggests that AI will soon begin to handle 
the functions of knowledge culture in organizations—
storing and retrieving data faster than humans. 
However, AI will not replace collaboration culture. AI 
will not be able to replicate complex human things 
like trust, empathy, or social dynamics. That is why 
the role of leaders must shift completely in this new 
age. Earlier, leader was considered technical experts 
who knew everything, but in the age of AI, leaders 
need to become “Social Architects.” Since machines 
can do the technical work, the leader’s role should be 
reduced to creating an environment where humans 
can connect and easily share tacit knowledge. This 
is especially relevant for sectors like IT and BPO, 
where remote work has made communication very 
transactional and cold. In this book, the author 
warns that if leaders do not actively create spaces for 
human connection, the intelligence of organizations 
will degrade over time, no matter how advanced the 
technology the organization uses is.

EVIDENCE OVER OPINION

This book is especially useful because it relies on 
rigorous evidence, not just opinion or feelings. 
Most books on organizational culture rely only on 
anecdotes or simple stories. But in this book, the 
author has used a statistical method also known 
as SEM-PLS to prove his theories with data. Using 
data, author has tested the relationship between 
knowledge, learning and collaboration and proved 
how they work together. This moves the discussion 

of this book from art to science. In this book, the 
author has given statistical evidence why these 
cultures should be balanced. For example, author has 
proved that high learning without high collaboration 
create friction, not progress. This makes it a scientific 
approach for scholar who want to conduct similar 
research.

IMPLICATIONS FOR THE INDIAN CONTEXT

Although this book is based on European workers, 
its lessons is vital for Indian organizations as well. 
Indian organization culture is characterized by “high 
power distance” which means organizations in India 
have strong respect for hierarchy. The author’s 
model warns of this context and says that strict 
hierarchical organizations can destroy intelligence. If 
junior employee dares to speak up or are afraid to 
admit mistakes, then organizations will not discover 
and adopt their abilities. So, Indian HR practitioners 
will have to move beyond simple training programs. 
They must build the psychological safety where 
employees can speak up without fear, not because it 
is nice to have, but because it is a business necessity. 
This book suggests that Indian companies must work 
proactively to flatten communications barriers if they 
want to compete in the global innovation economy.

Practical Takeaways for L&D Practitioners

For readers of the Indian Journal of Training and 
Development, this book offers a clear blueprint for 
the future of the profession:

	● Context Over Content: In a world where 
information is free, L&D’s value isn’t just about 
providing content. The real value lies in creating 
context for learning. L&D professionals should 
focus on building cross-functional teams and 
communities where a collaborative culture can 
emerge naturally.

	● Analyse Culture, Not Just Skills: The L&D 
department shouldn’t just look at skills; it should 
also focus on cultural gaps. Is the team failing 
because it doesn’t know how to work or because 
it is hoarding information? The solution must 
match to the actual problem.
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	● Measuring Speed: This book challenges the way 
we measure success. Most companies measure 
success by “hours of training,” but the author of 
this book argue that instead of hours, we should 
measure success by how quickly knowledge 
travels within the organization. If one department 
makes a mistake, how quickly does another 
department learn from it? This speed of learning 
is the true measure of intelligence.

CONCLUSION

Organizational Intelligence for Change Adaptability 
is valuable contribution to management literature. 
With this book, the author has effectively bridged the 
gap between academic theory and practical business 

* * *

needs. Some chapters of the book empirically 
support their arguments with statistical models. 
This book also validates what many of us intuitively 
know: technology makes an organization fast, but 
only culture makes it intelligent. This book also talks 
about changing the core purpose of the Learning 
and Development department. The author argue 
that L&D departments shouldn’t function merely as 
training centres that teach technical skills, but rather 
as guardians of how organizations learn. The author 
provides evidence for practitioners and states that 
they need to prove that investing in soft skills is truly 
profitable. This is especially important for Indian 
companies as they move from service-based work to 
an innovation economy.
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