) DOCUMENT RESUME

ED 122 454 . Ba 008 255
AUTHOP " Bhola, H. S.
_ TITLE ~ Institutional Approaches to Innovation and Change
{11} + The Configurational Perspective on Institution
Building.

SPONS AGENCY, Agency for International Development (Dept. of
- State}, Washington, D.C.; Hidwest Universities
consortium for International Activities, Inc., East
Lansing, tich.

PUB DATZ Apr 76
GRANT NUCIA-c=d~2958-17
NOTTE 55p.
q
DRSS PPICE MF-$0.83 HC-33.50 Plus Postage.
_DESCRIPTORS Adoption (Ideas); Behavioral Science Research;

*Change Agents; *Change Strategies; Concept

Formation; 2iffusion; Innovation; *Institutional

Role; *Intsrnational Programs; Models; Organization;

*OQrganizational Theories; Power Structure; Resource

. Allocations

IDENTIFIEZS CLER; *Configurational Theory of Innovatiocn.
Diffusion

Institution building is considered as a process
anenable *o both explanatiop and design if a generic Y"grammar of
artifactnal action" is used. The Configurational Theory of Innovation
Piffusion model (CLER} is introduced and used +o demonstrate how the
world of the institution builder could be ordered as part of such
grammar for designing and implementing systems of action. The four
variables &f the CLER model--configurational relationships, linkages,
environment, and resources--are used to develop gensral strategies
for ins*itu*ion building. "(Author/JLF)

L i

s 6 oK e A S A o ok oA A Aot o o o e o K e o o KR K oK R s R R SRR A oK SO oK o o

Documents acquired by TRIC include many informal uwnpublished *
* materials not available from other sources. ERIC. makes every effort *
* to obtain the best copy available. Nevertheless, items of marginal =
* reproiucibility are often eacountered and this affects the quality *
* of the microfiche and hardcopy reproductions ERIC makes available *
* yia *he SRTC Document Reproduct¥on Service (EDRS). ZDRS is not *
* responsible for the guali*y of the original Jocument. Reproductions *
* *
* *

supplied by IDPS are the best that can be mad€ from the original.
AR o o ok o o ok Ao e e S KK o A o o KR K ok ok K s KK ok ok Kok K KK




!
I

ED122454%

b

Pl
VS DEPARTMENT OF HE &t TH
EDUCATION & WELFARE * -
NATIONAL INSTITUTE OF
EDUCATION
Trib DOCUMENT mas gEEN REPAO:
DUCED EXACTLY &5 RECEIVED FROV
THE PERLON QR ORGANIZATION Qirrgth
ATING LT POONES O VIR W O GNIGLS
, STATED DO NDY NECELSARM Y REPRE
SERTOF P IC 1AL MATIONAL (NST, TUTE GF e s
. - EDUTETICH POMITION OK Pl ey v

INNOVATION AND CHANGE (11):
THE CONFIGURATIONAL PERSPECTIVE _
ON INSTITUTION BUILDING

By
H.S. Bhola
Indlana University

April 1976

This paper was prepared as part ¢f a research project, entitled
Configurations of Change: Institution Building as Focus, supported by the

Program of Advanced Studies In Institution Building and Technical Assistance
Methodology (PASITAM) of the Midwest Universitiles Consortium for International
Activities (MUCIA) through a 211(d) grant from the U.S. Agency for International
Development. (Mucia-csd-2958-17.)

to




INSTITUTIONAL APPROACHES TO

- ... ... INNOVATION AND CHANGE (II}: .

THE CONFIGURATIONAL PERSPECTIVE
ON INSTITUTION BUILDIWG

By H. S, Bhola™

Institutions are, undoubtedly, the bullding block; of cultures.
No wonder, then, that 1n seeking to promote development and modernization
of sorletles, the development elite everywhere have sought to bulld
innovative institutlons.

Institution building (I-B) has not merely been & domestic concern
of nations. From as early as the early 1950's, internstional tecgﬁical
asslstance has also sought to donate to the developingbgptions glfts of new
institutions -- gifts that, in the words of & TV commercial, would keep on
glving. I-B has been a particular preoccupation recently of the Americen

technical assistance.  In 1962, for instance, the ihstitution bullding

perspective was formally adopted by the Interunlversity Research Program on_

Institution Bullding {Iﬁﬁ?ﬁ), and in 1964 by the Committee on Institutio;al
Cooperat;;:\(CIC).l Apart from these two major, long—term programs that
included many country projects, the I-B perspectlve has zlso been used by
miperous smaller proqects in various development sectors 1n many different
politicel and cultu;al settings. While officlal interest in I-B has waxed

and waned, and as international cilvil servants nave swayed between

2
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conmitment end doubt, a8 conslderable hody of 1iterature on I-B hsas

*H. 5. Bhola 1s an Assoclate Professor In the School of Education
of Indiana Unlversity, Bloomington, Indians.

1Amy G. Mann fed.) Institution Bullding: A Reader, Bloomington, Ind.:
International JDevelopment Research Center, 1975, page v.

2William J. Siffin, "Institution Bullding and Development: A New
Perspective,"” Focus. 1975/1, pages 30-31.
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1
accum lated, I-B has indeed been a well~docuwmented development experience.

.

A stock taklng of the‘experiénce with the I-B perspective 1s now
under way. The speclal Program of Advamced Studies iz Institution Building

and Technical Assistance Methodology {(PASITAM) established with a MUCIA

A

grant has, for some two years, had the mandate to review what has been learnt
from the I-B perspectlve; and to adveuce the perspective to make it a better
tool for oxdering, explaluing, planning, and strateglzing for I-B actlons.

A recent PASITAM Newsletter (No. 4, December 1975) In an excelleat capsule
criti&ue of this perspective, entitied, "IB: The Changlng State of the Art,"
had thls to say:

Here 1s what we have learnt in twelve years .of experience with
this perspective,

Lesson 1 -- It has helped practltloners identify and
address matters they might otherwlse have neglected, especldlly
linkages between an organlzatlon or project and its environment.

" g

Lesson 2 -- The components of the origilnal IB-perspective
do not identify all the ingredients necessary to useful recipes
for devising and 1mplementing soclal change efforts. Others
include management, iﬁbentives, communlcation, error avoldance,
technology, timlng, etc. ’

Lesson 3 -- There 1ls no one set of ingredients for such
institution-bullding reclpes, because institution building is
not one kind of activity: it 1s the intended outcome of various™
proce sses,

Lesson 4 —- Glven resources, time and environmentsl toler-
anceé, organlzationally bounded technologles are among the easlest
kinds of action Systems to institutionallze. The results may or
may not serve development ends,

lSee Melvin G. Blase, Institution Bullding: A Source Book, Washington
P, C.: USAID, 1973. Single coples of the Source Book are avallable from the
International Development Research Center {(IDRC), Bloomington, indiana upon
request. Under its Program of Advanced Studles 1n Institution Bullding and
Technleal Assistance Methodology (PASITAM), IDRC 1s produclng and dissewlnating
a varlety of research, development and treining waterials on institution
building.
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Conclusion —~ The orlglnal model was applled and,
es 1ts authors lntended, 1t has been tested. It has
insplred useful questions- and helped people organlze
information. It has moved us closer to an understanding
_of our concerns. And the tlme has come to move beyond the _

model. g
To many students of I-B, the I-B perspective has simply meant
the Esman model. A detalled review of the Esmen model was conducted by

1

Bhola™ under the current PASITAM grant. He concluded that 1n terms of

a2 "historical estimateJ the model deserved to get good marks but a
"eurrent estimate” would suggest urgent new departures. !Those interested
in a coimprehensive delinestion of the Esman medel, its paradigmatic
context, 1ts conceptuel eand definlitional structure aﬁd in an evaluation

of its potentlal for strateglc planning should refer to thils paper which

1s belng used here as a springboard for the discussion that follows.

The Grammar of Artifactusl Action

end the CLER Model

Elsewhere,2 we have proposed s generlc gremmer of aftifactua1
actlon for change agents. Artlfactual actlon 1s defined &s ectlon that
seeks to design, promote and actuallze new soclesl msnd culturasl artifects
-- metaphbors, ldeologles and alternative futures; policles, plans and
soclel designs; new petterns of values, attltudes, cognltions and behaviors;

new socletles, communities snd orgenlzetions; end new group end individual

1H. S. Bhola, "Institutional Approaches to Innovation and Change:
A Review of the Esman Model of Institution Buillding,” January 1976,
30 + v pages. Accepted for natlonsl distributioa by the ERIC Cleeringhouse
on Educetionsl Management.

%4, 5. Bhola, "Trhe Grammar of Artifactual Action,'’ August 1975,
26 pages, ERIC Document: ED 109 830.
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ldentitles. Artifactual actlon 1s both symbolle inventlion and the
structure of its actualization. It's both prodess apnd product.l
Artifactual actlon thus covers all instances of praxis -- by commoners
as well ag the greats of hilstory., -
The grammar of artlfactual actlon lnvolves three overlapplng but

analytically dilstinguishable processes:

{o} Ordering/Relating

(v) Typifying/Hypothesizing, and

(¢) Experlencing/Correcting.

Ordering/Relating: To be able to do anything at all with the

realities éurrounding him, the .change agent must engage in an ordering
of his world, He must throw & perceptual nei on éhe buzzing, boomlng
confusion that the phenromenologlcal world typleally. presents. He must
catch some reaiity in his perceptual net. To understand is to structure;
and to undersiesnd, the change maker must structure. To structure is to
include some gnd to exclude much else. It 1s to’draw boundarles, to
reveal or to ascribe bonds between entitles included witﬁin the circle
of the cnange maker®s concern. That 1s what we mean by the process of
ordering. The change agent must also relate himself with the confilguration
of change so ordered. He must, thet 1s, structure himself into the
structure of ordered relatlonships within the client system.

Typlfying/Hypothesizing: Once the ordering and relating have been

done, the change agent must begln to develop typical expectatlons about
the social entitles that are part of hils ordered reality;: and to hypothesize

about the processes inherent in thils particular slice of reallty. The world

of change 1s peopled wilith indlviduals, groups, organlzatlons, communilties

and subcultures. Soclal and behavioral sclentilsts have studied these
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soclal entities for Ye8rs and have created & fund of th€oretical and

emplrical knowledge that, 1f properly used, can tell us a lot about

what FO expect in new and unseen sltuatlons of change. . These expectations,. . __ .

of course, will be stated 1n terms pnot of certainties but probabllitles;

not of predictlons but forecasts which wlll nave to be tested in the

~
exlstential future. N

Experiencing/Correctihg: Finally, both the ordering and the
hYDOthe;iZing m;st meet the tests of the real world. Change must be
experlenced as it takes place and existentlsl corrections must be applied
both to the ways in which the world was ordered and to the typlcal
expectations that were developed about 1t on the basis of soclal and

behavioral sclence knowledge.

The Grammar of I~-B Actlons

Even this brief introduction to the grammar Of artifactual action
should suggest some geﬁeral gpproaches to J-B. TFor 1lnstance!

{8) The concepts of ordering/relating sh&uld polnt to the possibllities
of imposing temporal phases or causal chain;TBn long-texrm plans for I-B.

A structural oxdering should “bring to light decislon-making centers,

exlsting networks of institutions and client groups and publics that an

institution builder must take in view. A process ordering should indicate
that I-B often involves a process mix of policy ﬁaking processes, deslgn
processes, managerial processes and instructional and communicatlon processes.
Finally, ordering and relating should enable the change maker to pay’
attention to the donor system 1ltself and to the systems of advice and

influence to bhe bullt by the donor system Lo achileve I-B.




-

page 6

(b) The concepts of typifying/hypothesizing should take us away
from a gearch for the I~B's Holy Grall. We should not be looking for

& set of formulas that should work in each I-B project, everywhere, at

all times. Instead, we should learn to look to soclal and behavioral

¥

sclences for llluminating the general aspects of I-B, and for providing
us with generslizatlons that could be transferred to partlicular situations
and filled Qith concrfte detalls Eg‘giig. Most importently, the concept
of typlfylng should help us introduce the concept of relativity into
the design of I-B strategles. It should glve us a configurational
perspect ive.

(c) Finally, the third step of experlencing/correcting of the
grammar of asrtifactual acilion should enable us to loock at each I-B
project as an experiment which 18 modified through existential corrections
as the institution bullder 1earns{§;am his own actlions.

The Configurational Theory of Innovation !
Diffusion: The CLER Model

The Configuration Theory of Innovation Diffusi;n (or the CLER Mode 1)
supplies the rules of analysis and parsing for the grammar of artifactual
action. The CLER pmodel 13 a systems model translated into the vocabulary
of change and related to the design and manzgement concerns of the
change maker and the insgitution tuilder.

It can be written as & functional relation as follows:

- Ditam= £ € LE,R).

\I;j §. Bhola, "The Configurational Theory of Innovation Diffusion,"
Indian Educetional Review, Vol. 2, No. 2, January 1976, Pages 42-72., Also

avallable as ERIC Document: ED Oll1l 147.

o0
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That 1s, the diffuslon,of an innovatlon 1s a function of C
(configurational ;e}ationship vetween the lnaovator system and the

adopter system), L (linkages between the innovator system and the

adopter system and wlthin each of the two systems, E (environment (s}
surrounding the two systems engaged in the change transaction) and R
(resources avallable to the innovator system for promoting the 1lnnovatlon
and to the adopter system for incorpora;ing 1ty, A syngrgetic optimlzation
of the four varlables wlll increase the préLabiiity for ; dlffusion
event to occur.

A detalled formal presentation of tﬁ; CIER model 1s not within
the scope of thls paper, and & demonstration of the usefulness of ifs
varlables and 1lts conceptual structure In strateglzing for I-B must walt
untll later. It must be stated here, however, that ‘each lnnovation will
activate 1ts own matrix of confilgurational relatlonships; generate its
own partlcular network of lilnkages; s=2lect a part of the environment
with which it would interact; and ldentify its own sources of support
and sustenance, Indeed an innovation by being a particulsr kind of
innovation would determine the opening act of the %rama of change -- choose
the first set of actors and the initlial setting on éhe stage. The change
agent would then manlpulate the varlables -- C,L,E, and R -- to write a

new scrilpt, introduce new actors, change the stage settlings and to have o

different play.
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An I-B ilnnovatlon can {but may not always} generate sets of

conslderations: as shown 1o the followlng scheme:

[ Political Affiliation
dovernance Pollcy Social Affiliation
— Systemlc— ——Economlc Affiliation
e LS titutlonal Policy

i-B Project—

— Soclel Architecture

Llﬁstrumentarﬂ
|

|

. L‘Technical Architecture
{ .
)
Flgure 1, A scheme showlng sets of considerations
| generated by an I~-B project.

An I~B project must look both inwerds and outwards. Looking
lnwerdly, project directors would find themselves dealing mostly with
instrumentel conslderatlons, asklng the question: What kind of an
instrument the new lnstitution should be? Of course, the lnstitution
builder will have to deal with the relested questlons of social
archltecture of the institution that he seeks to build.

in lookilng outslde to the environment surrounding I-B, systemlc
questlons will have to be consldered. These will, in turn, relate to

questions of governance pollcy and ilnstitutlonal policy.1 The

14. s, Bhole, "rhe Design of (Educationsl) Policy: Directing and
Harnessing Soclal Power for Soclal Outcomes,” Viewpoints. Vel. 51, No, 3,
May 1975, Pages 1-16.

~ i0
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institutional policy question 1s bhasically this: what will the new instituti&n

or & redesigned institution do to the existing network of institutions? The
goqerhancg“policy considerations _must relate to—what—-the-new—institution T
will do to the existing equilibrium of politicesl, social and economic affilia-

tions1 of the power elite, the organizational elite and the publics?

Institutional Interveuntlons:

A Process Ordering ’ -

in the preceding, we have talked of a time ordering and & structural
ordering. Structural ordering, in turn, will involve o}dering of bhoth
entities and processes,

Ordering, as we have indicated befo;e, is throwing perceptual nets
on the phenomenologlical world to catch reality fish, These nets are, of course,
made of counceptual threads woven on the theoretical loom. The theoreticsal
loom could be anthropological, soclological, political, economic or psychs-
logical. One could thus do an anthropological ordering, & psychologleal

ordering, & moral ordering or a praxiological ordering of the world,

Institutional Approaches to Cheange Versus I-B

~ catch~all phrase "the I-B perspective,’

A process ordériﬁg of the universe, described in literature with the
' suggests that thi; universe may be
botter delineated in terms of thrce concurrent, coupled, yet mnalytically
distinguishable processes, as follows: ‘ -

(8) Institutional Analysis

(b) Organizat ional Design, and

(c) Institution Building.

lFor an elaboration of full end partial affilintions and a discussion
of affiliation modes see H, S. Bhola, "Notes Towards & Theory: Cultural Action
as Elite Initiatives in Affiliation/Exclusion," yiewpoints, Vol. 48, No. 3,
May 1972, Pages 1-37.

1i
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Ingtitutional Analysis
| A conception that relates power, policy making, institution buillding

R and soclel change processes os varlous aspects of the same human urge for

praxis should be useful here to see I-B processes in a proper perspective.l

The elite, to fulfill thelr urge to make interventions 1in the world around
them, seek new soclal outcomes. These they justify by reference to new
systems of ldeas, 1n other words, new ldeologles. These ldeologies are
sought to be glven practical fo¥ms within particular soclo-economlc contexts
through policy meking behavior which 1g basically a political process. The
objective 1s to give new directions to gocial power inherent 1n the soclety

| to bring about n2w social outcomes. While policy making behavior glves
directign to_social power, I-B béhavior harnesses the power belng generated
and directed: To coalese lndividual purposes into & collective will, to
assure the executlon of this collective wlll systematicelly and with

contimiity, 1nstitutions2 have to be creafed. That 1is-the real slgnlflcance

of institution bullding in the overall process of cultural sction.

Institutional anslysls 1s thus one-half of the process of policy
analysis, the other half of that process belng politlcal analyslis. Since
policy design 1s, essentlally, directing and harnessing soclal power for.
alternative soclal outcomes, any policy analysls must teke into considération
tﬂe calculug of new distributions of power {politicel analysis); and ;he

development of new systems of actlon {institutlional analysis) necéssary

for actualizing po{icy initiatlives.

4. 5. Bhola, "The Design of (Educational) Policy,"” op. cit.

2In the literature of I-B, sa institutlon is an organization that
grew up; that 1s, 1t became institutlonalized. We will stick to & simillar
_usage of these terms in this paper.-
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As part of an institutlonal analysls, questlons such as the fol{owing
must be-asked: What are the soclal, economic'o; educatlonal pollcy goaI§ ]
as stated by the power ellite of a goclety? Does the achlevement oflstated St
policy goals lnvolve ciegr-;ut lastitutlonal mediation? Do needed insti~
tutions already exilst withiq the.social system? Wlll those existing insti-
tQtions need adaptatlons for them to achleve new pélicy paxposes? Or will
brand new organlzations have to be designed and Introduced into the soclety?

) »

In other words, 1s an instltutlonal approach = necessary part of the

development strategy? If so, what institutional'prescriptions might: be

appropriate?

Organlzaticonal Design
Organizatioﬁgl deslgn 1s the process of designing roles, and rules
for relating those roles to create & syastem of action ﬁith a certalun set
of obligatlous to the environmént ?nd resources to fulfill those obliéaéions.

The precess of organlzatlonal deslgn may be seen as & ratlonal-iechnical

process of blueprinting formal orgaunlzatlons,
Questlons that laterest an orgaﬁizational designer are these:

What actlvitles must be carrled out by asn organlzation to fulfill its .

1

'obligations to the environment? What material and soclal technologles

t

willl be used ln pursuance of those actlvitles? What tasks must be performed

gnd what would be the logical patterns within which tﬁqse tasks could be

organlzed? What roles might be invented to perform clusiers of related -
tasks? What rules must be de;igned to relaste those roles in 2 functional
structure of command nnd cooperation? What kind of = "living system” might
grow,on the technlcal system and how sowe of the typlcal problems pf a

living system might be tackled as part of the blueprinting for organlzational

deslign?

i3 :
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Institution Bullding

Institution bullding 1s a prgpess that can be best described as '

. ' . i~ -
an organlzaticnal launch into the institutilonal space of o soclal system.

As contrasted from nrganizational'design whilch we have descrlbed ahove

A’

as primarily Eeing a rational-technlcal process, linstitution bullding
mst r€5pond to the doglec of socio—politigal processes. I-B lnvolves the
entry of a new organizggion into tﬁe exlsting institutionallnetﬁork of a
society, lnevitably, requifing gystemic adjustments with thoge institutions
and lnvolving both competitions and collaboratlons. At soﬁe‘%tage, I-B “
must g}so tend to the bullding of exchange anq interdependency relatlonshilps
wlth éli;nt systems and other publlcs.

The questlons of concern for an institutlon bullder are these:
.What exlsting institutions will, sooner or later, become lavolved in
-trnnsactions with the new organization? what llnkages might be used by
the oréanizational ellte 1ln maeking those transactlons? What will be the
resources avaiiab;e and what kind of competition for reéources will exist? )

How might the general environment in the soclety and specific support from

cllent publics be used to promote institutlonalization of the new organlzatilon?

* " 1

< Institutional Interventions: A~
V . [/
A Praxlologlcal Ordering . o -

Human ectlon and conduct, inciuding 1-B actlon and conduct, do not
- 1"\

take place within pure analytlilcal categorles. The practitioner's world is
defined In terms of projécts and programs; and one particular préject or

-

progrem may include.a multlpilclty of tasks lnciuding what we have called,

ingtitutional «nalysls, organlzational deslgn and institution bullding.
Agaln, those tasks may bo undertaken by a group of modernlzing elite in

& soclety lndependently: or may be undertaken by them wilth asslstance from
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ocutslde the country under some arrangement of teéhnicdl asslstande.
Agaln, 1n one case an I-B program may lnvolve updating of pre-existing
institutional entlties: in another,‘it may mean indﬁcing completely new
orga&izations within the soclety. | A

The schema on the next page delineates the many different concerns
that muast be part of designing 1nstitutionai approaches to change and
refers to the setting® in which thése deslgn tasks‘mighl be performed.
Looking.at the real and concrete world of institutlonal interventlons

s .

for modernization and development, one indeed comes across & multiplicity

of situatlons each requiring. & somewhat different level of response and

& different set of strate%ies of interventlon, For example, the follow-
Ing instances of insFitut;opal lnterventions have been seen to occur;
1. Organizatiénal articu;ption
2. Reorganlzation
3. Structural lonovation within & pre-existing organization
4, Organlzation deveiopment
5, Organlzational renewsal
6. Innovailon of the total organizgzional ldent ity
7. Organlzatlonal deslgn and lnstallatlon of the newly
deslgned organlzation within an existing institutional
network

8. Instiltutlonal transfer across cultures

9. Organlzatlonal dilsposals.

Organizatlonal Articulation: One form of organizational interventlon

may be described as organlzational articulation. In this type of situatilon,
exlsting organlzational-goals may be restated for emphasils; exlsting but
dormant criterls of performance may be recounted: exlsting rules, repmlations

and codes may Le pronounced anew and more strictly enforced. The need for

15

*

—




jo i

Figure 2.

Delineation of task and setting combinations involved in

r\institutional approaches to change

-
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Updating
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Inducing New
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Entities
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Updating
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organlzatlonal artlculatlon may arise in a situtatilon of internal crisls
or outsilde demand for accountabllity; or merely as a consequence of
executive successlon wilthln an organlzation,

Reorganization: Organlzatlonal change through reorganlzation is a

most frequent phenomenon. Exlstling unlts ©f an organization may be
broken into parts and then comblned to form new divislons. At best,
reorganlzation may involve a ratlonalizatlon of work, and elimlnation

of wastage. At 1ts worst, 1t may merely reflect A power struggle between
the various organlzational elite. In the latter case, reorganlzatlons
may not contribute to efflclency but may insteed introduce lnsecurity

and fear lnto the organizational climate.

Structural Innovation: Sometlmes the reorganization may involve

genulne structural innovatlon leadlng to the creatilon of new organlzational
entities unllike those exlstlng before. Examples would be the creatlon of

a new state department of public information by bringilng together the
information functions (and related staffs) from other exilsting state
departments; the creation of a new teacher edﬁcation division in 8 school
of education b¥ bringing‘}ogether resources from departments such as
elementary educatlon, secondary education, science education, and soclal
studles educatlon, all of whom may be presently engagad in the teacher
education functién. Such reorganlzations are not merely subtractlve and
addlitive. They involve new assumpllons about organlzatlonal obligatilons

to the enviropment, new response patterns, and new ldentitles for the

reorganized structures dnd hence lnvolve genuine I-B processes.

Organlzation Development: Organlizgtional development 1s change
directed at the human archltecture of the organlzation. It is an approachJ

to lubrleasting the soclal aystem of an orgenization to develop coheslve

17




page 16

groups aso that the tasks of the orgenlzatlion cuan continue to be
gsatisfactorlly performed. The o?ganizational pertlclpants lesrn to
deal with feellngs as facts, to accept other people as they are, and

to negotlate roles with esch other wilthin the organlzatilonsl settlng.

A healthy organlzational clinate results where feellngs do not confound
declslon~meklng processes and the efflclency of the technlcal system

of the organlzatlon 1s not lowered.

Organizational Renewal: Organlzatilonal renewal may be scen as

. creating & set of conditions within an organlzatlon thet would permit
the organlzational ellte and other particlpants in tge organlzation
to engage in =& dis?assionate re-examination of organlzational goals as
well as of the orgenlzational structure estsblished to achleve those
goals. Siqce John Gardner first talked of organlzatlonasl renewsal,
different sets of condltlons for orgenlzetional renewal have been
suggested, among them, orgsnlzational responsiveness, orgenlzatlonsl
adaptabl 1ity, orgﬁhiéational heglth and problem-solving capaclty of
organlzations.

Innovating Organilzational Identity: Organlzatlonal renewsl may

sometines involve & total abrogatlon of exilsting orgenlzatlonel gosls
ahd & systematlc lncorporation of new ones. Such & process of
organlzationgl change could be best described as lnnovating s new
organlzational ldentity. Examples would be the meklng of a "development
admlnlst ration” out of & "law and order bureaucracy:"” or the upgrading

of & service organlzatlon into & knowledge-based R & D facility.1

4 study that documents & case of innovating an organlzational
identity 1s H. S. Bhola, The Indla Educatlon Project: A Case Study of
Institutdon Bullding and Organilzationsl Conflict, Internatlonal Development
Research Center, Indlang Unlversity, Bloomlngton, Indlena, 1975. Pawes
100 4+ xv.
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“  Organlzational Design and Tustallation: Some lnstances of organlzational

change could be best described as lavolving design of brand new organlzatlons
ab initlo and thelr launch into the exlsting insiitutional space of a soclety.
The design of a new natlonal lnstltute of audlo- visual education and its
introduction within a tradltional system of educatlion would be an lastance
of thils category of orgaunlzatlouasl change. In the preceding we have

{

described the launching part of thils process as I-B proper. -

Institutional Transfer: Institutlonal approaches to development and

modernlzation may often luvolve lustltutional transfer across cultures.

The unew lustitution may lnvolve new functilons, new r;}es, new techuologies,
new structures and neQQnorms for 1t to take root within.a new cultursl
setting. Introduct}on of the parliamentary system of govefnment lnto an
erstwhile colouy, wlth no earller experience with‘this type of politicaf
pattern, would be one example. Another would be the establishment of a
land-grant agrlcultural unlversity within & new cultural settfng, as, for
exawple, ln Indla. Understandably, the distinetions between "organizational
deslgn and 1nstallation"land "lnstitutional transfer” (and between some of

] .
the other categorles) are not watertight. They are, nonetheless, useful.

Organizational Disposal: If we accept the utilitarian view of organlza-

tions 1mplicit in the institutional approaches to deQBIOpment and modernlzation,
- re

we must then also entertdin‘the possibllities of organlzatlounal disposal after
organlzational goals nave beéc achleved. There may lndeed be great merit in
organlzations to self-destruct after their missions have been completed.
Orpanlzationel disposal may sometimes lauvolve a complete dlsbandipg {(involviung
a2 multiplicity of important human problems); or it may involve glving the

3

orgeanlzatlion both new sponsorshlp asnd new functlons.

4
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All these varlous inst;nces of organlzational change may take place
in intra-national settings or within the diplomatic settings of technical
assistance. Agaln, under some siltuatlons the instltutlon building tasks
may get translgted into generating and protecting thé growth of what are
called yoluntary'ﬁssociations. The objectived there would be not to, bulld
new formal instltutlons, but to promote local initiative and the uée of
exlsting grassroot structures and assoclatlons. .

As can be seen from'the preceding, there are no pure cases of I-B
88 we have defined the process. In the real world of actlon, I-B 1s
confounded by both organizational design problems and questions of insti-
tutional analysls. In the following sectlons, we wlll arbitrarlly separate
I~B from the other two Drocesses to suggest intervention strategles of
relevance to I~B 1in particular. Insofar 5; I-B mst relate to the soclal
architecture of the organlzation 1t 1s launching and to the prior consider
atlons of the politics of institutional analysils, some of ?he I~-B strategles

must relate to these two processes as well. The question here then 1s of

focus, not of exclusion.

The Essence of Strategy

'Strategy’ is a term borrowed from the army. The dictionaryl defines 1t
as the "art of so moving or d;;posing troops or ships or alrcraft as to
impose upon the enemy the place and tilme and cquitions for fighting preferred
by oneself.” 1In terms of the CLER model, strategy means developlng such an

optimal mix of C,L,E and R that the probabllity of a change event occurring

will be 1increased. ’

Mhe Conclse Oxiord Dictlonary (5th Edition).
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Strategles and Decision Making Paradigms

There are two general paradlgns of declsion making discussed in the
literature: (1) Comprehensive/Prescxriptive (C/P) and (2) Incremental/
Remedial (I/R)-l The C/P paradigm 1s a planning paradigm to be used by
participants in the declsion process when making declslons that are based
on their perceptlous of collective welfare and, in an ldeal form, must
involve complete knowledge of the stetes of affalrs, understandings of
relationships between ends and means, avallabllity of criterla for cholces
between possible alternatives and of effeetlive methods of interventlion to
obialn chosen ends. The I/R paradigm is a political paradlgm used by
participants in the declsion process to negotlate decisions based ou their
seli-interest whille they redefine goals, discover new lnformation as well "
as posslble alternative outcomes, and'muddle through problems by trial
and error. The CLER model can ke used to develop strategles in the context
of both the types of declsion-making paradigms. Also, it can be used both
by 1nnovators and by sdopters, by innovato£s to promote change and by

adopters to make eunllghtened declslons about adoption or rejection.

Strateglzing and Power

The questlon can indeed be asked: what are we really dolng as we engage
In strateglzing? What 1s the essentlal purpose of manlpulating confilgurational
relationshlps and linkages, of enviroumental deslgn, of resource cholce,
allocatlon, and management? The answer 1s this: 1t 1s simply to take actilons
that will enable the change maker to S0 oOrganlze power distrlbution within
the system that he caﬁ aggregate to himse lf more power than a competltive

change meker where one exists; and yet have encugh power lefi to be able to

lFrank A, Schmidtlein, "Declslon Process Paradigms in Education, "
Educational Researcher, Vol. 3, No. 5 (May, 1974), pp, 4-11.
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neutralize the lnertla of the client system. Or it is to so organlze the
soclal dynamles that each party involved in the change transactlon can make
more 3&atlsfylng power transactions than 1t was making before. Particular
power distributilons and power potentlals inhere in each soclal situatlon;
and varlous currencles of power (money, influence, informatilon, resources,
ldeologlcal commitment, coerclon) are exchanged. Different currencles

of power are lndeed used by different change makers. In dolng so, some
change makers may spend relatlvely more energy and make the change process
edufational; other change makers may save energy {at lesst in the short

run) but may make the change process somewhat manipulative.l

Strategles and Values

The preceding should bring us to the reallzatlon that strategizing is
indeed a process anchored in values. Different people working from different
value premises may develop different configurational maps, do different
linkage typlngs and may draw lines at different places about the manipulation
of the task environment or deployment of resources. Agaln, they may use
different means to achieve thelr ends. "Some things are simply not done,"
they might say. They may willlingly fail now, to succeed later. Others may
faill in the long run by succeeding nov at any cost. The polnt 1is that two
dlfferent value orlentatlons, in the same one situatlon, would give us two
dlfferent sets of strategles.

It should be clear that the CLER model, while 1t 1s an englneeriag

model does not prescribe that the change agent should enginser to be manlpu-

lative. The model can, of course, be used also by those change agents who

-

1For an elaboration of these ldeas and of the possibilitles of developlng
s "soclophysics," see H, S, Bhola "Power: The Anchor of Stabllity, the Lever
of Change,” July 1975, 26 pages. Accepted for natlonal distribution through
ERIC Clearlnghouses on Educational Management.
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use cducatlonal strategles; who want to work with people and not work on
people. Such change agents would be candld about goals and open about
both means and ends. They would negotlate and educate rather than threaten

and manlpulate.

On the Need for Belng Perceptive

All thils talk about orderlng, hypothesizing, experilenclng and
strateglzing 1s useless unless the person engaged in praxls 1s himself a
perceptive individual. To know 1s one thing, to know gbout %s another.

One may even know and yot fall to respond to exlstentlal events. A person
may know and know about nonverbal language, about games people play and

about human communilcatlon in general but he ﬁhy be completely‘insensitive

to what hls colleapues are trylng to tell him and what effect hls behavior

1s having on them &8 he goes merrlly about dropﬁing bricks on every fender
toe around. In other words, some lndlviduals may know a lot about perception
theory and research but thelr own perceptual equipment mey not be sultably
discriminating te the stimll 1t receives.

To be perceptive 1s to be knowlng, observant, sharp, discerning,
penetrating, sensltlve, sympathetlcally understandilng and insightfu% at the
same time, In other words, to be perceptlve one must have both knowledge
and self-knowledge, laced wilth sensitlvity ahd‘quicgness of the mind. Can
one develop perceptiveness as a change maker? If we belleve 1n educatlon,
and ln the tralning of the institutilon bullder, we must accept the posslbility
of an "education for ﬁerceptiveness:" For the institution bullder such
educatlon must lnvelve conslderable knowledge of socilal a&d behavioral sclences

and the abllity to theorlze ahout real behavioral events, wlthout a herdenlng

of the categorles setting in. It plso means that the ilnstitution bullder must,

as part of hls education for perceptlveness, acqulre better soclal skills to
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deal with others with honesty and authentlcity. More importantly, the
institution bullder must acqulire self-knowledge: clarlfy his own values,
ralse his own level of awareness, examlne hls own motivations and hang ups.

Then he can act on the environment and strateglze for I-B. Institution

bullding 1s not foolproof.

Configurational Relationships:

Definitions, Elsborations and Applications

"4n_Strateglzing

S0 far we have talked of a genherlc grammer of artifactual actilon;

and suggested that I-B, as an instance of developmental actlon, should

L]
be subject to the rules and princlples of this gramwar. We have ordered
the universe of institutlonal interventlons to include three concurrent
but coupled processes and shown nlne different possible “ordexring by
objectives"” of situations wherein institutional interventlons of some
sort could be made.

Let us now return to tﬁe CILER model, introduced before as a tool
for analysils and parsing of change eplsodes, using our generlc grammar.
We will deal now with the four_wvarilables C, L, E and R, in turn. In each
case, we will begin with the necessary definitions and such elaborations
of the conceptual structures 88 may be necessary to censure understanding.

We will then show posslble applications of the varlable ln question in

developlng strategles for I-B.

Configurations and Configurational Relstlonshilps

The CILER model ldentlfles four configurations -- Individual, Group,
Institution and Culture (or Subculture), Any or all of these four

configurations can functlon as innovators (or inltlators) of change or gs
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adOptérs of change. Thus slxteen configurétional relationships are
possible. As the followlng grephl¢ presentation would lndlcete, seven
of these conflguretionel relatlonships sre related to institutional

changes:

Cl-1I

) Flgure 3. Sixteen confﬁgurational relat ionships
covering all possible ilnnowvator-adopter transactilons.

;

While 1t 1s possible to think of change taking place within the
format of any of the above configuratlional reletlonships, 1t is
actuslized only at the individual level. That 18, molar change {(as in
chemlcal reectlons) materlellzes in and through molecular changes.

This fact about the dynamics of chenge must be kept in mind.

Coniiguretion Mapping

We have suggested that aach lnnovation as an entity would generate
a particular set of consideratlons which a change agent must keep in mind.
There will be systemlc considerations coverlng both institutional and
governance policy lssues. Governance policy will, in turn, }aise questions
about new distributlons of power, statuses and economic goeds, lncludling
educational Boods. It will also Eenerste purely instrumental conslderations
and questions about role deslgn and the soclal orgenlzatlon for working
wlth the inncvatlon. Thus, for each innovatlon there will be particular

configurationil relationships that would get actlvated (or have the

+
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potentlal to get sctlvated, among and between individuals, groups,
institutional units end subcultures. ‘In other words, each imnovatilon
would come with a2 pertlculer potentlel for creating system disequilibrium
and wi}l be contelned wlthin en overlapplng system of interferences that
would generste recogrizsble boundaries for the chenge transectlon.

) The pfeceding dilscussion can be translated into the concept of
"configuration’ﬁapping" thch 1s defined as the process of ldentlfying
configurations, blg and small, formel gnd lnformel, within and wlithout the
boundarles of the configuratioﬁa directly involved, as intovator{s)

and edapter(s) in e chenge eplsode; and of presenting, graphically, their
_rélationships,in-terms of strncturaf bonds, locetlons 1n systemle space,
hierarchf, end mutual expectatlons of infiluence and compliance establisﬁed
by cugtoma tradition or lew, Tﬁe first task for an institution builder,
we suggest:’should he to Qevelop a conflgurationel map of the universe in
wﬁich his plaaned change interventlon wlll teke place. It should be clear
that configuration mappinF is‘ordering at the operetionel level,

The sct of configura?ipn mapplng should peke the followlng possible )

for the institution tullder:

K
1. Identification of the Configurations Involved: The institutlon

bullder should be gble to develop a preliminary list of Indlividuals, formal
and informal groups, institutilonel structures end networks, and finally
subcultures that mey potentilally get 1lnvolved, 1n some way, 1n the change

eplsode, Thils process éi identification will involve theoretical knowledge

of the typlenl to be expected and empirical knowledge of the exlstentielly

present ln e partlcular setting. Such lists of configurations should be

undergolng constant eveluetlon and review.

o
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2. Ordering of Confilifurational Relatlonships: The ilnstitutlion bullder

should also be enablad to develop an ordering of conflgurational

relatlonshlys and thereby an ordering of the reality lie would be dealing

with.‘ This mist lnvolve geometrization of conflgurational relatlonships
in terms of boundarles, overlaps, planes,‘and lntersectlons to obt;in

& spaclal and structural ordering. A time ordering will, similarly,
articulate time-chalns, phases, and cycles in the changé'gpisode.

3. Focusing on the Innovator System: The Other Half of the Change

Transactlon: Often institut{on bullders ﬁnd ofher change agents focus'
on the adopter system and not &t all on the innovator syséem. The
innovator system ls somehow not seen &s enpering the interactlve Process
generated by 1.B. The operatlonal dénamics of chnqge—making is, thereby,
migunderstood. Strategles that might relate.to the design of lnnovator
systems anpd to developtrg collaborations with technical consultant: get
neglected. The physicf&n sel@om thinks of heallng himself.

4, Separation of the Technical and the Soclopolitical Tasks: Configur

atlon mepplng should enable the institution bullder to separate the
purely technlesl tasks of inveuting roles, making blueprints and developing
organizational deslgns ‘from ihe soclopolitical tasks of implementation _

and lncorporation wilthin institutional settlngs. At ihe same time, the
process 6f separating the technlcal -from the sociopolltical should make
the institution bullder sensltlive to the interactions between these two

cateporles of tasks. =

5. Developlng Appropriate Levels of Response: Not infrequently, change

makers have falled to be.cognlzant of elther the size or of the structure
of the enterprise of change they seek to ndmini§ter, They have done small

things and expected large conscequences. They have wilshed to achieve
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lmportant resulis within large and significant structures of a soclety

but have falled to develop approprlate levels of response demanded by

*

the situation. Confipuratlion mappling should enable the instltutlon
bullder to become sensltlve to the "limits of possibllities™ in a particular
sltuation and to develop approprlate levels of response if commltments and

1

resources for undertsking those tasks exist.

6. Promoting Pragmatle¢ Orlentatlon to Strategizigg: A configufational

map showing lmportant ilndividuals, formal ang’informal groups, 1nstitut10na}
structures aud‘nétworks, and related subcultures, at the saﬁe time, should
make it poséible for an 1lnstitution bullder fto develop a pragmatié approach
to strategizing; He should be able to see the absurdity of making any

& priorli commitments to psychologleal or soclologleal dppn030hes or to
suggestlng ratlonal or purely human sol&tions. He may find 1t ngcessary to

intervene in different confilgurations, at dlfferent levels, at gdlfferent

times or use different strategies at the same time,

Some Conflgurations-Related

Strategles for Institution Bullding

Planning and management of cbanﬁéfa;y often Involve a strategy that
requilres the Synergetic manipulatiodgof all the four factors in CLER model--
conflgurational relatlonshlps, llnkages, environment, and resources., Or
1t may involve a strategy that requires the manlpulation of only one of the
four varlables. Soﬁetimes, that one varlable may lndeed be the only
varlable to which a change asgent has manlpulatlve access In that particular
conteit.

Conflgurations-related strategles are institutilon-bullder's strategles

per excellence. An lnstitution bullder, while he must deal with linkages,

environments, and resources, is primarily in the business of designing
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functional conflgurations (roles, teams, departmental unlts, sectlons,
divisions) within his institutlon; and launching his 1nstitution.(itsel£»

a2 conflguration) without into the largér network of conflgurations (int:;est
groups, organlzations, lnstltutlonal networks) 1in the societ}.

It should be evident why the organlzatlonal elite use conflgurations-
related stratepgles so frequently. Only the organizitional ellte have the
authority te invent new roles, deéslgn new task forces or declslon-making
unlts and order new coniigurations ol role relétionships. Thls 1s not to_l

say, however, that conflguratlons-related strategles are avallable only to

inslders (they are available to outslders as well); or are avallable to

inslders only at the top of the organlzational hilerarchy (they are avallable

also to those at the lower-rungs of the organlzatlonal ladder). A trade
union organlzer, for example, coming to an lestltution to unlonlze employees
of the institution would be an instance ﬁ¥ an outsider Introducing a new
configuration Int., the life of an orggnization. A discontented worker
b;inging together an informal group of like-minded people to defend, to
negotlate or to sabotage would be an lnslder, wlthout formal authority, using
’

conflguratlons-related strategles.

Configurations-related strategies are often used by the organlzational

elite within organlzations but these are not always wilsely used because the

so-called speclalists themselves do not always know much about functlonal

role agnd rule deslpgns, about reconclling abllity with authorlty and speclalization

wilth cooperation. We talk of new organlzational patterns but they turn out
tu be the same basic pyramlds studded with & few decoraiions such as
commlttees, task lorces, adhocracles and the like. As practitioners we are!
often organlzationally {lliterate and create confilgurations that are both

conventlonal apnd dyfunctional.
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Some Overall Conflgurations—Related. Strategles

In our dilscusslon of instltutlonal approaches to modernizatlon and
change, we made an analytlcal distinction between instiltutlonal analysis,
Institution bullding and organizational design. Later, we suggested that
when engaged in the processes of strateglzing for I-B, it would not always
be possible to méintain those analytilcal distlnctions at the operational
level. Many I-B strategles will have to be thought of along with the
strategles for institutional analysls ang organizational deaign;rand some
will be dictated directly by the other two analytically distinguishable
but coupled processes. In the followiné, whille we hg:e kept a focus on
.I-B, the stratégies suggested often splllover into the two areas of
institutional snalysls and organizational design. -

In developlng overall conflgurations-related strategles, the baslc
objectlve of strateglzing lies in creating organizations that are strong
and resaonsive; are kept guarded, in thelr infancy, from volatile publics
and competitive organizations; can relate functlonally with instlitutional
networks that would p;ovide budgetary and statutory support; and, ultlmately,
can make cllent groups dependent upon thelr services.

Some specific overall strategles related to configurational relationships
may be the followlng:

{1) Bullding coalltlons and collaboratlons with and between outside
configuretions to create more generallzed commltments for change; and, at
the same time, neutrallzing competition from compétitive configurationa or
creatling adjustments with them based on a sharing of territorles and cllents,
When cholces are avallable, coalitions should be bullt with thoae lnstitutions
that have slgniflicant resources avallable to them to back up thelr commiéments.

{1i) Bullding new oréanizational conflgurations such as task forces,

coordinatlon and advisory committees and other adhocratic forms to manipulate

»
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spatial and structural ordering of the lnnovator and the adopter systems.

(111} Activating informal groups where none exilst, creating new
reference groups for participants in the organization and formallzing
existing inforygl groupings to glve them structure and—;ontinuity.

(iv) Expanding the decislon-making network (for exaumple, by
establishing a Natlonal Advisory Board of ‘Education) so that policy
making does not become too personalized and erratlic but comes into the
public view. This 1s especlally important in socletles of éomp;rative

instabllity in political structures with frequent changes in their

bureaucracles.

Strategles at the Individual Level

The essence of configuratlons~related strategies at the individual
level 1s to help individuals reconcille personal goals with institutional
goals; help each indlvidual relate with change positivelg and without
having to bear 1lmpossible personal costs: allowlng every indlvidual to
make satlsfylng power transactioné within the organlzation but not letting
one Indlvidual acqulre total power on the llife of the 1institution.
Speclfically, the following indlvidual level strategles may be appropriate:

(1) Avolding to create unnecessary lnsecurities about jobs already
exilsting within an organizational setting when ratlonalization of Jjobs
1s part of I-B,

(11} Not discrediting éverything in an organization's past thereby
contributing te the loss.of a sense of personal worth among present role
incumbents who must often ldentify positively with thelr past.

(111} Removing ambigulty of reles; and, for each individual,
artlculating the soclal signiflicance of his role in relation to the

ultimate geoals of the organization.
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(iv) Assisting some in getting reallocated, retraining others
for new roles, and dilscovering new talent. Demonstrating competent
behavior and asslgting different indilviduals to engage in competent’
behavior. Thils should lead to the development of new identitles smong
individuals in the instlitution building setting. This should lead also
to the internalization of nonmatgrial reward systems and to linkages
wlth new refereﬁce groups that are professionally-rooted.

(v) Not letting one individual dominate the total organization.

Strategles at the Group level

The essence of conflgurations-related strategles at the group
level should be to formalize informal groups where necessary for
continuity and dlrection; to create new and ovérlapping formal groups
to bridge co&ﬁunication gaps and to generate new commi?ments; and to
activate informael groups to lubricate thg'system 1f there has been 8
ﬁardening of the system’s arterles. Specifically, it would mean:

(1) Promoting informal groups to meet the personal needs of
individuals withlin the organlzation. However, such groups should not
be allowed to develop ethnle, racial, or caste orientatlons.

(11) Promoting new reference group identifications enabling, for
example, development workers ln a country to ldentify with reglonal,
nat fonal snd international assoclatlons of developers, or enabling
poaychologists Eo relate with the nationel and international communilty
of psychologlsts, etc. Q

(111) Creating task forces and other form;1 decislon making groups
to promote constitutional (rather than authoritarian) decision meking.

This should improve the quallty of declslons and, in the process, train

more than one leader, thereby avdiding leadexship vacua during the
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institutionalization of an organization.

Strategies at the Instlitutional Level

The essence of configuratlons-related strategles at the institutlonal
leyel must be to create approprlate institutional mechanisms, to locate
them at the right level and place in the hlerarchy, to demonstrate that
they work, to design them so that they can be learnlng systems that will

develop organlzational intelllgence over time, and to incremse the
probabllity that they will hecome 1lnstitutionalized.

The followlng strategies, approprlate for interventlons within
gnstitutional structures, can be suggested:

{1) Handling 1n‘smaller phases those big I-B Jobs that might involve
the creatlon of new organizational identitles for exlsting institutilons.

{11) Avolding reinstitutionallzing of what is already_1nstitutionalized,

(111) within institutlons Yet in the 'founder generation,"1 engaging
self-consclously in rule making behavior and applylng systematlcally
lnstitutlonal rather than personal criterils in declision making.

(1v) Bypassing institutional networks which might strangulate a new
organlzatlon. For example, to bypass the stagnant bureaucracy of an exlsting
minlstry of education, ;n autonomous bureau of textbook research and‘

publications may be created. Or the analogy of "a clty within a clty" may

be used to create an organlzatlon within an organization. The new organization

14, s. Bhola, The India Education Project: A Case Study of Institution
Building and Organlzatlonal Confllct, Bloomington, Ind.: International
hevelopment Research Center, Indlana University, 1875, poge 96.
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may have different leadershlp, new rules of operation, new norms of

professional behavior, 1its own pool of resources, using merely the

goodwlll of the old organlzatlon and the use of 1ts infra-structure.
(v) In the context of technlcal asslstance, uslng the “turnkey"

concept of organlzational deslgn and institution bullding, Forelgn

_experts, completely on their own, may make an organization‘operational

and then hand 1t over completely to the local elite.
(vl) Creating silmulatlons to test the effectiveness of Interfaces

between departments and divislons of an organlzatlon and making changes

where necessary.

Strategles at the Cultursl/Subcultural level

The essence of conflguratlons-related strategles at the cultural
level must lnvolve making sultable differentlatlons between the cultural
settings of I-B efforis; openlng up an institution to one particular
subculture within a culture rather than t; another; and maklng interventlons
to change the culture of an organizatlion igself. For lnstance, the mass
culture and the ellte subcultures within the larger culture must often
be distloguished from each other for successful J-B, Secondary schools
may be new lnstitutlons to a part of the mass culture, but only an R&D
Center mlght be pew to the elite subculture of educators, Agein, the mass
culture, generally, may be dislnterested 1ln the R&D Center whilch may have
meanlngs only for a group of organizatlonal elite within the policy arena
of education in a soclety. Sultable articulatlons may thus have to be
created between lnstlitutlons and cultures.

Speclfically, the following strategles may be used:

(1) Avolding borrowlng wholesale job structures and role deslgnations

from one culture to be lnstalled 1ln another.
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(ii) Paying attention to the special status content of roles peculiar

to each culturé.
(iii) Designing systems of incentives and rewards with due attention

to existing cultural patterns.

(iv) Relating each particular institutional strategy to the subeculture
that would be concerned and not respond necessarily to some conception of the
whole culture.

(v} Using organization development and sensitivity training, where

appropriate, to change the eyliure of the organization.

Linkages: Definitions, Elaborations

and Applications in Strategizing

Linkage may be defined as the stance betweeh the innovator and the
adopter that will enable information or 1nf1uenée to flow if applied. In
other words, linkages (or linkage networks) are the sociological equivalents
of electric circuits through which current will flow if the plug is actually
thrown. LinKages are thus the social circuitry through which messages may
be sent by writing, taiking, singing, shouting, threatening, arguing,
persuading, and coercing.

Two types of linkages may be involved in agchange transaction between
an innovator and an adopter system. Linkagésfwithin and linkages between.
Linkages within should point to the need for making linkages effective within
the innovator system and w}thin the adopter system. Linkages between should
point 1o the need {or tuildiang suitable interfaces and communication chanﬁels
hetween the innovator and the adopter system.

Apain, linkages as social circuitry may be of {wo kinds: formal linkages
and volitional linkages. Formal linkages are those Lhat are established within

formal social setiings to handle information f{nr operalional purposes. TFormal
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L
linkaeges are role-related and are often codifled as rules, Volitional
linkages are those established by individuals or groups through thelr own
volitions, They are, what we call, informal linkages and are created

to handle information across roles, hierarchles and systems.

Iinkage Typlng

Linkage typing may be defined as the process of presenting graphically
(a) linkages exlsting between and within the innovator and the adopter
configurations; (h) linkageslwhich may be dorment and should be energlzed;
(c¢) linkages that could be created anew; and (d) 1n some cases, linkages
that may have to be seve;ed to 1solate reslstance to 1nnovatign and change,

The process of linkege typing should often be carried out concurrently with

the process of conflguration-mepping.

Linkaeges and I-B

Linkage management would always be an important part of I-B.’ In some
situations, and within particular I-B eplsodes, linkages may be the only
variable & chenge maker could manipulate.

Linkages within an innovator system mey, for 1instance, be 1in disarray,
The literature on, what 1s called, Development Support Communication (DSC)1
polnts to the fact that post development exﬁension eifort haes failed for
the simple reason that the ;ederal government (or another central authority
concerned with & progrem) failed to communlcate with its own army of civil

servants. This point 1s, apgain, brought home 1n a report on the

communlcation patterns {or rather the lack of them) within the Bolivian

+

lErskine Childers and Mallice Vajrathon, "Support Communication in Rural
Development Progremmes,’ A paper prepared fer the 2nd World Food Congre ss,
November 1970. {(Mimeo, 14 pages),
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system of public instructionl that showed how the absence of well
establlished linkajes wlthin the system made the delivery of services to
client groups improvable, if not‘impossible. The creatlon of linkages
mey constitute the change strategy in such ¥-B sltuations.
In other }nstsnces, the creation of linkage networks wilithin the
adopter system may constitute the strategy. In agricultural extensilon,
pealth extenslon, and famlly planning this strategy is often needed so
that the impact of the extension worker could he multipiied both 1n terms
of the flow of intormation 2l relnforcements supplled by members of the
group lo esch oiher,
The¢ need for creating linkages between the 1lnnovator éystem and the
real client system is not slways &s obvious to the nalve change maker &s
it might eppesr justifled ot flrst sight. There sre too many examples of
folders being printed for illiterate communlties, postars put in the wroﬁg
places. sgricultural extenslon provided to landless labor and school girls
lectured on family plannlng when the audience should have been their mothers.
An institution bullder cannot escape usling linkeges-related strategles.
Inslde the organi?atiPn he would be concerned wilth creating valld informetion
ancd making both informatlon snd attitudes part of the feedback loops golng
back to the centers of declslon making., In relation to individusals, Eroups,
institutlons snd comminitles outside, the institution Luilder would sgain be
engated in linkspes-related strategles--sometimes articulating and stirengthening
linkages, sometimes doing the oppbsite by severing linkages that may be

embarrassing and mlght pive the new organlzation a kiss of death.

lhax Menlis and Rex Rorex (with » foreword by H, 8, Bhola), Communication
o Information Needs for Eftective Administration of the Bolivian 8ystem of

Publle Instructlon. Lp Paz, Bolivia:; S8an Jose 8tate Unlversilty Foundation, 1974,

37




‘ page 36

Some Lilnkages-Related Strategiles

for Institution Bullding

When effective, linkages within the lnstitutilon clearly should serve
{a) the operatlonal needs of command and complliance, and {b) the human needs
of the organlzation as communlty. Workers ai all the different levels of an 3
organlzation should recelve informatlon on the purposes of the organfzation
and on the ratlounale behlud more lmportant decislouns which wlll ﬁromote a
sense ;f communlty amoug the workers. This iluformation diffusion should. be
undertaken hoth formally and lnformally. Whille heavy information loads should
be avolded, 1t should be remembered that & lack of informatlon would surely
lead to rumor-mongering. Structures should be created withlun which the upper
level organlzational elite meet the lower level workers within the organlzation
and learn to take notlce of each other. This will also, ilnevitably, promote
some useful informal llukages. Coffee lounges and "'suggestlon boxes' can
also be used to good effect. Important inter-role and Iinter-level llukages
may be codifled; however, over-codification shoulé be avolded. Filllng systems
should be appropriately deslgned to record the process of declsion making in
respect of lmportant declslous. This will Qake it possible to create and use
organlzatlonal lutellilgence.

In the case of linkages between one institutlon and others in the already
exlsting inspitutional network, aﬁd betweon &n ilnstitution and its client
groupsi the purpose should be to bulld support for the new institution aund
promote use of 1lts services by cllient groups. This shouldlsugéest the
importance of what has come to be labelled as ''Development Support Communication.”

In the case of llukages between lustitutlons, informal linkages are also

lmportant. However, the need to use authorlzed spokesmen for formal Inter-

lustiltutional linkages should be obvious.
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Linkage management and communication_within groups and lnstitutions
1s an area that has generated conslderable research lnterest as also a
full-tfledged techunology called organlzatilon development that a practitioner
could put to use. The following would he found to be a compreheuslve and
useful source:
R. Schmuek, P. Runkel, S, Saturen, R. Martell
and C, Dexr, Handbook of Organlzation Develop- .

ment in Schools, Natilonal Press Books, Palo Alto,
1972,

Enviromment ! Definltlons, Elaborations

and Applications in Strategizing "\

Within the counceptunl structure of the CLER model, Enviroument 18
defined as the outer configuration begluning immedlately outside of the
boundarlies of the change transactlon taking place between the lanovator
end the adopter cystems. Environment comprises the physileal, soclal, and
lntellectual conditlons and forces that contlnuously implnge on the
lonovator system and the adopter system.

Envirouments may be supportive, neutral or lnhilbltlng.

Supportive Buvirommeunts: Supportive eanvironmeuts encourage lunltlators

and lnnovators to support innovatlons and adopters to accept them. The
Russlan Sputnik, for lnstance, made the Amerilcan enviroument highly supportive
of innovations ln education. The environment almost became causal of change
wilthin the educatlonnl systems.

Neutrs) Environment: Neutral environments do not directly contribute to

Innovatlon diffuslon onc way or the other. They exidst but do nol exert any

presscs and thus play no direct or a catalytilec role 1n lunnovation dlffusion.
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Inhibitiong Enviromment: Inhibiting environments do not sanction

I ~ o ]
} .
\

innovations and make target systems unresponsive to initiators? efforts
at diffusion., Pressey’s teaching machine, for eihmple, in the 1inhibiting
environment of the depression years in the U.S.A. did not get Qdoptéd
wilthin the school ;ystgms. The chart on the next page should exemplify
how éhe.process of I-B could be influenced by the environment in which
it trkes place.
It has been suggested that while we are all alive today at the same
time, we are not all contemporaries. Institution buil%ers comprising an :
innovator system, especially within the context of techinlcal assistance,

may be open to one environment whlle the target system may be open to

ancther enviroament as follows: .

Environment (1) Environment £22 )
Fe- s s - 3 | B |
] ] !
i Innovator i ¢ Adopter 1
' System | : System i
] B L T )

Flgure 4. Innovator system and adopter
system responding to two different environments.

Environment and I-B

To a change agent, at times, environment may be the only variable .
avallable for manlpulation. ' There are indeed change agents who suégest
that instead of trylng to change the cognitions or attitudes of people-: .
often a difficult, 1f not sometimes nh impoésible, task ==~ one should . .

chonge the environment to which they will respond. Instead of trylng to

educate people to slow down on sharp curves on highwnys, one should bulld

that portion of the highway with the appropriate gradient. They also

suggest thet strategles involving environmental manlpulation are applicable

nlso 1n social settings both &t the 1ndlividual and structurel levels.

- f e
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Figure 5. An exempllfication of the influence ©f social environment

on the introduction of otganizations withiun a social system.

i

Country/1976

Euvironment Supportive of:

Environment Neutral Toward:

Environment Inhibitive of:

[ =

|

India

Tanzania

Bolivia

U.S.A.

An Engineering. Research
Iostitute for Import
Substitut ion

An Institute of
Community Development

and Co¢peration

A Certer for the

Development of Natural
Resources .

An Institute for the
Development of Anti-
Pollution Technology

A Medical Center for the

Study of Water-Borne
Dilseases

A Swedlsh~Tanzanian -
Friendship Librsary for

Adults

A National Institute of
Public Administration

A Bertrand Russell
Me?orial Library

"Hindustan for Hindus
only” Associatign

A Center for the Promotion
of Free Enterprise

"Bolivia for the Indians”
Block

A Natidotial Center for tle
Study ¢f Black Genetics

&6 o8ud
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Some Environment-Related Strategles
for Institution Bullding

e

Institution bullders have to create 1ngtitutions that are responsive
to the environment but thils response has to include a dialectlc between
the old and the new, hetween the exlstent and the innovative. That 1s,
institutlons have to restructure the environment as they respond to 1it.
They have to fashlon new norms and peeds and ;reate new functions as they
respond to existing norms, fulfill present neéds ;pd perform present
functions. - — -

Envirohmb&t-related strategles m;y'igii into two general categories;
(1) institution_ﬁqdlders may seek to 1solate their projects compietely‘
trom the fast changing and mercurial political environments surrounding them
or may interact selectively with guch environments; and {(2) institutién
builders may dellberately open sdopter systems to new, more supportive
symbollc environments. )

Institution buillders must also project in thelr I-B plans’appropriate
organizational designs. Organilzational roles and organizational Tules for
relating those roles into structures are not objective, culture-free processes.
In the process of transferring to 8 new euvironment, role; wlll get rounded
off to suit the new cultural ter;ain; and rules will get stretched or a little
blt truncated as they tak~ to the new eavironment. While the institution
builder should take these facts luto account, he mst also guard agalnst the
institutlon losing 1its integyity in the process of coplng with and surviving
in the énvironment.

Speciftically, an institution bullder may use the followlng environment-

related strategles:
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{1) Avolding pre-mature public interest, public serutiny and
possible publlc attack. The JI-B project may do so by presenting a technlcal-
speclalized lmage and by generally keeplng a low profile.

{11) Relatlng selectlvely to one partlcular environment rather thaq
to another. TFor example, the environment of tralning of personnel ecould be
looked at much more carefully than has been done so far by institutlon
builders. If the institution is to help bulld professional self-concepts for
the adopter system personnel, they may be brought for tralolng to a
prestiglous unlversity in the donor country. 1If the projcet tasks are
operatlonally deiined and tralnlng 1ls ;kills-oriented, tralning. may be best

1
provided wilthln the task environment itself. In some cases, the tralning

way be provided partly in one environment and partly in the other providing
for both legltimizatlon and transfer.
Members of an organlzatlion could be opened up to new environments

through well-planned professlonal travel whilch may bring the organizatilonal

elite of the adopter system in touch with new envirouments and thege
connectlons may be sustalned through partielpation in partlicular reference
groups and Professlonal assoclatlons. For example, by providing support to
wmembers of the organlzatlon to buy memberships in professlonal socletles In
the country and abroasd, an lanstitutlon bullder may link them tc new reference
groups and new intellectual presses, not avgilabhe in the more lmmedlate

environment.

1809 "Effvet of Tralnlng Programs on Work Behavior,” pASITAM Desifn

Notes, No. 2, Scplember 1975.

43




page

Resources: Definltlons, Elsborations

and Applicetions in Strategizing

The CLER model dilstingulshes between slx different types of resources
arranged below according to the mnemonic device-—CIMPIT:

LConceptual resources

Influence resources

Materlal resources

Personnel resources

Institutional resources, and
Time resources.

Resources are needed both by the lnnovator and thé adopter systems.
Innovator systems need resources for Promoting ilnnovastlons and the adopter
systems need resoufces for incorporatiné innovatilons and maintelnling them
once they have been adopted.

Adopters may be seen to engage ln 8 cost/return calculus in making

adoption declslons &8 shown below:
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COSTS
VISIBLE INVISInI®E
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Filgure 6. Cost-return context of 1lnnovation adoption.
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Resources and I-B

Resource-re lated strategles are many and quilte often used by insti-
tution bullders. One often hears of money belng thrown at problems;
equally often, of great soclal visions beilng starved for lack of materlal
resources. In the area of institution bullding a change'maker, especlally
one working in an intercultural context, may find himse if using resource-
related strategles more often than others. Often rescurces may buy for
the institutilon bullder opportunlties for using other strategles related
to configurations, linkages or environments.

There are, qf course, many more resource;related strategles. 1Insti-
tution builders maY bulld conceptual resources of the adopter system by
undertaking sizﬁble programs of in-service tralning for counterpart staff
in the host country. They may use influence strategles to browheat
resistance wlthin and without or they may use future sdopters as pelticlpsnts
in the deflnltlion of the change projects thereby bullding within them prilor
commltments to adoptlon. They may péovide loans and grants and send

tralned expatriate personnel. They may provide institutional support from

an exlsting, weli~healed, and well-functloning institution to the new

institution a8s the new institution goes through the process of putting roots

in the ground. The provision ¢f mall and telephone services and asslstance

wlth renting furniture and apartments by the local USAID or UNDP office to

the newly arrilved project team would be examples of such institutionsl support.
Management of time 1tself would be a useful strategy. The manlpulation

of time by simulatlon should also be consldercd a rcsource“relafed stratepy.
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Some Resource~Helated Straetegles

for Iastitution Building

The overall purposes of resource-related strategles must be
(1) to ensure continuity of resources, (2) to expand resource aveilability,
and (3) to budget end menage resources that do become avellable. The
menagenent of resources must be considered in 1ts two aspects of (a) technical

management, and (b} soclologlcel management.

Resource Continuilty

The problems of resource continuity are significent in terms of

materlal and personnel resources. Institution bullders must work to ensure

the continuity of meterlal resources for an organizetion to survive and heve
the chence to become institutionselized. In the uunlversity setting 1iun the
United States, the continuilty of material resources mey be dlacuseed in terms
of hard versus soft woney. In gome developlng countries, the problem may be
posed 1n terms of appropriations froﬁ the plan budget versus the nounplan
budget-~plan budget bheing the more\volatile part of the budget which mey or
ggy not be aveileble during the next plen perlod or even the nex& yenar.
In the context of technical assistence the saee problem mey be discussed in
N

terms of grants end matching funds. Typlecelly, institutior bullders would
want thelr project budget to come from hard money (not soft money), from the
regular, nomplen budget (not the plan budget for pllot projects), It should
be polnted out, however, that the reguler budget source may bring with it
reguler bookkeeplng and drawing and disbursemeut procedures. An inunovative
orgenlzation trying to promote new patterns of responsibility and decision
making may find these traditional secretarial codes highly restrictive.

Endowment as 8 strategy for ensuring the contimuity of materisl resources

is an excellent strategy but is hardly ever used as pert of technlenl assistence
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in the Third World. The strategy 1s worth trylng both wilth voluntary and
miblic Institutions. On the other hand, institution bullders may dellberately
subject an institutlion to the forces of the marketplace by forclng it to seek
2ll or part of the funds nacessary for survivel, perlodlczlly, on the basls

of services rendered to cllent groups. This may not promote contimailty of
resources but may promote instltutlonallzation of sclf-renewal and responslve-
ness wilthin the organlzatilon.

Contlmulty of leadershilp and staff within newly established organlzations
should be an lmportant conslderation for instltutlon bullders. Good leaders
are in great demand and are llkely to move to other responsibllities oftener
than others. On the other hand, the deadwood within organlzatlons stays
forever. The questlon then reelly ls of ensurlng the contiﬂuity of good
leadershlp and good staflf. Two geéncral sets of strategles are possible; One
set of strategles would be structural. These may lnvolve long-term, legally
enfurceable cuntracts between employers and employees. Collaboratlive declslons
may alse be made 1n regard to appolntments and transfers of government
offlclals across varlous departments of the government. The other set of
strategles may lnvolve psychologlcal contracts and psychologleal rewuards for

thuse organlzatlonal ellte that seem Indlspensable to the new organlzation.

Multiplication of Resources

while institution bullders may seck to clalm larger budgets {rom the
public or private bodles sponsoring t#ém, other strategles for multiplylng
resources are also avellable. For lnstance, cognltlve resources of an organi-
zatlon may be multiplied by hiring consultants or by establishing advisory
copmlittees on whlch professional people from the communlty could serve. The
local or the reglonal unlveralty could be invited to conduct faculty and

studint research ot toples relevant tu the needs of the organlzation and thereby
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contribute to the cognitive re sources of the institution Building project.
Use of volunteers 18 a typlcal strategy for mult}plication of personnel
resources. Unfortunately, 1n many countries of the Third World, government
rules may inhibit use of volunteers or acceptance of community gifts.

Change 1n these rules may bhe part of the innovation package 1n such institu-
tion tullding situatilons.

Multiplication of institutional resources by using the institutional
resourcesQLf other 1nstitutions 1n the network 18 often a neglected ares.
For a new organlzation, sharing of duplication, malling, and transportation
services with an established institution would be an obvious possibllity.

In the technical assistance setting, sharing of the commlssary, of housing
facllities, and furniture rentals, cable and Xeroxing gervices mayY make
most 1lmportant contrilbutions, howsoever trivial these may look to be at
first sight.

Coglitions with organizatlions iu the area dﬁing simllar work should
be made (&) for defining territorial intéresta, oh the one hand; and, on the
other {b) for pooling resources of different types. It should be understood

that sharing resources creates shared commitments. This should be an

important consideration for institution bullders.

Management of Resources

Institution bullders must pay due attentlon to the management of
resources 1n both aspects of {a) technical management, and {b) soqiological
managéement. Institutlon bullders must deal with the technlcalltles of budget
making., ¥t 18 not within the scope of thils paper to discuss the contept of
program budgeting as distinguished from anmal ¢y blennial fiscal budgets,
but institution bullders on large-sized and long-term projects must study

PPBS approeches.
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All program items that will need to be lmplemented, must be budgeted

for. For example, 1f evaluation 1s part of the plan, 1t mist be supported
wlth funds, and not expected to be plggybacked on some other part of the

progrem. Funds for unforeseen édntingencies should be provided for in the
budget, and reapproprilations between budget heads should be comparati;ely

easy. Program Evaluation and Review Technigue (PERT) is another technlcal

tool of menagement that institution bullders should be famililar with,

The Sociology of Resource Use e

An important challenge for instltutlon bullders would be to accommodate
the soclology of resource use in thelr overall manggement of resources. An
organlzation, for instance, mey not uge cognltive resources, freely avallable
within its lmmedlate environment, be;ause 1t might be seen as an\admission of

i lgnorance on the part of the organlzatilonal elite. ©On the other hand, the
v
provision of a certaln mumber of man-months for consultants 1n the budget
may force the organlzational elite to bring In consultants even when they are
unable to use them.

The management of lnfluence, again, would present gn important challenge
to institution bullders. Avoldance of formal endorsements of political
opprgiors should be an obvious strategy. Within systems of lnstitutlonalized

. £nstab111ty, where regimes keep on changing fireguently, too articulated an
associatﬁan with eny grouﬁ of persons may have to be avolded.

In connection wlth the menagement of materlal resources two lmportant
cousiderations may be stated: (a) the concept of toleration of lnnovation:
and (b) the hypothesils about the natlonallty of money. Adopter systems may

tolerate the introductilon of an innovatlon 1f they see the 1lncidence of costs

of an lnnovation to somevne other than themselves. In the internatlional context,
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institution bullders may find that monles have nationalities. American money
recelved under a technicai\assistance arrangement may become subject to
different criterla of expen&i{ire than money from the local government
treasury. Thus mouney avallable  under multilateral assistance from
UN-affliliated agencles may b¢ treated better than bl-lateral asslstance
w\njsince the former may provide the reé@pient with some 'donor"” feeling. The
organizational elite, at least, are a gre of the fact that all member states,
howsvever poor, make contrilbutions to UN and 1its affiliated agsncles
and countribute to this donor feeling. One’ strategy avallable to donor
nations may thus be to pay asﬁis;ance into a central source and have the
various projects draw thelr funding from the central budget. This will,
undoubtedly, generate a different set of problems.

Within economles of scarcitles, a forelgn assistance project may
create & minlature goldrush. Provision of tools and equipment such as
landrovers, duplicating machlines, electric typewriters, radlos aund tape-
recorders may create effects and uses very different from those 1ntended.

Institution bullders working in the Third World under arrangements of
technical assistance may discover that international projects with all thelr
visibllity and prestige may attract not the most competent, but ghe most
influential. Such persons, 1f found incomﬁbtent, may be.the hardest to
dislodge for the gsame reason. Again, while materisl resources may be avall—-
able for staff recrultment, no sultable personnel may b¢ avallsble in the
Job» market.

In bullding organizatiouerl coalitlons, institution bullders must keep
in mind tho personnel resources of the orgenization with which they are
secklng collaboration. A mlulstry of education, for example, may have
thousands of college graduates working for 1t as teachers end principels, while
a minilstry ;I rural development may have no more than & hundred such persounel

working for them.
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Training of Personnel

One of the most wldely used personnel-related strategles ls persounel
training. Institutlon builders should recognilze the fact that selectilon
of candidates for "forelgn tralning” provides the organlzatlonal ellte with
an oppoertunlty for the distributlon of patronage, and thus invites politilcs
of selectlon. Forelgn training often prepares the trainke for a better-pald
job elsewhere! -The same ellte who first sent him for tralnIng abroad, now
let him g0 to take a better paylng job in another organization. Tralnlng
strategles may be designed so as to provide most tréining on the job 1n the
host country. Such tralning should be provided to a large mumber of people.
Where training must be provided abroad, legally-enforceable long—-term

contracts must be developed and tralnlng should, generally, not lead to a

degree,

Time As Resource

Finally, institution builders must develop proper relationships with
time., Adopters must be provided approprlate respongse times to new thilngs
and changed clrcumstances -— to the new hybrid corn, to the telephone, to the

gasoline shortages.

-

Synergy and Probability

We have treated C, L, E, and R separately in our discusslon above.
We have also suggisted different strategies related to C, L, E, or R. In the
real world of decision maklog and strateglzing, the four factors 1n the CLER
model willl be seen 1n at~once-ness, and strategles wlll have to be lntegrated
synergetlcally.

The probablistlic nature of the institutilon building process must alsn

be understood. Use of the CLER model in developing varlous strategles will.
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only increase the probabllity that & new organlzatlon launched into the
lnstitutional space within & soclety will find accommodatlion and adjustment
within the new institutlonald network, The probablistlc nature of the
lnstitution bullding process also suggests some lmportant conslderations
for evaluating institutlon bullding projects and efforts. These will be

referred to in the following sectlon only briefly,

Bvaluating Instltutionality

The interest 1ln institutlon building has led naturally to the
concept of ilnstitutionality &nd the evaluatlon of institutlionallty. JLet
us suggest that the present institution bullding perspective in talking of

instltutionality has created a conceptusl entity but has falled to oper-

atlonglize 1t.,

Institutionality

¥

The literature of institution bullding suggests that an orgonization
should be consldered to have acquired lnstitutlonality when 1t can be
asgerted that:

,at least certaln relatlonships and actlon patterns ilancorporated

in the organization are normative both within the organization

and for other soclal units, and that some support and comple-
mentarity 1o the environment has been attained .

To evaluate lnstitutlonality, tbhls definltion must be¢ operationslized.
Hatson who ls consldered by some to have done the best work in operation-

alizing the concept of institutlonality has suggested the followlng criteria

. IMelvin G, Blage, Institution Building: A Source Book. USAID, Washlogton,
1973, page 277,
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of institutlonaldty: (1) the use made by publlcs of organizational outputs
and services, (2) verbal aspproval from these publlcs, (3) survival and
growth of the organlzation, (4) support from other organizatlons, (5) auto-
nomy, and (6) spread of lonovative norms to others withln the environment.1
While these statements do unpack the concept of lnstiltutlonality they
don’t really opqrationalize it. There are several problems. What consti-
tutes accepteble use of organlzatlonal ocutputs and services? What gre
legltimate users of outputs? What frequency of verbsl approval through
what channels 1s & slgn of lnstitutionality? What‘constitutes supbort?
What 1s the vardstlick of gutonomy? What constltutes satisfactory‘spread
of norms? What lnstltutlons =t what level are good candldates to recelve .
thls spread effect? In sdditlop to problems of criterlop~referenclng, there

are two most serlous problems with any evaluation of lnstitutlonallity relap-

ting to (L) Time, and {(2) Causality.

Ti.
The question 1s: How much time do you glve to an lnstitutlon to
acquire lnstitutlonallty? 1Is the lustitutlonality test a speed test or a

power test? Do you measure lnstltutlonality after a year, or iwo years,

or [lve, or ten?

Causality

The second question 1s even more Intractable. How could we assume that
the particular institution belng evaluated for Ilnstitutlonalilty 1s the sole
and direct sourcc of the norms whilch thils lnstitutlon now shares with other

institutlons? ILsn't 1t possibie to assume that & sot of other lnstltutilons

180urco Book, bage 281.
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N
acquired the norms 1lu question from a source other than the lustitution

b1
being evaluated and 1in fact reilnfo.ced the normative structure of the insti-

tution belng evaluated rather than being influenced by 1it,

Institutionality Potential

In the clrcumstances, 1t might be useful to think of measuring the
Mnstitutionality potential™ of an institution at & particular time rather
than evaluating 1nstitutionallity as such, Such ankapproach nakes no assump~
tlons about causality, talks in terms of probabllitles and releases us from
the time~bind. An institutionality potential profile (IPP) could ke developed
that could allow assig;ment of welghts to varlous items on the profile for
the probabllity of an institution acquiring institutionality to be computed.
Such & profile could include 1items related to the‘goodness of 1nstitutional
analysis, appropriateness of organizational design and the resulting orgs-

nizational capaclty, and, flnally, institutilom bullding possibllitiles.

.Concluding Remarks .

In this paper, we have suggested that institutional approaches to
innovation and chanﬁe include in fact three dlfferent processes of intér-
vention, namely: (a) institutlonal anslysils, (b) organlzational design, and
(c) 1nstitution bullding. We have then 1ntroduced the concept of the .
gramar of artifactual actlon 1involving, agaln, three interrelated processes
of (1) ordering/relating, {11) typifying/hypothesizing, and (i111) expexiencing/
correcting. We have suggested that thils generlc grammar cogld be uged in
planning and strateglzing for all the three categoriles of iﬁstitutionql intgr—
ventions, The Configurational Theory of Imnmovation Diffusion (or the CLER

Model) has been 1lntroduced as the tool for handling detalled analysis and

o
o
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parsing of the change dynamles upder this generic grammar. The four

page 53

variahles of the CLER model~- configurational relatilonships, linkages,

- _snvironmen‘i: and resources-~have been used, in turn, to develop general

-

-, .
st}“i‘l@egies for institution bullding. &imllar applications of the CLER

model to institutional analysls and organizational design will be attempted

later as part of thls series of papers.
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