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The @mﬁ@g of Resource-
s wﬁ@ﬁ systermns:
A Socioe-ec @W@mmgm Perspecti

Orgamzing the delivery of resources to the poor in a fair manner
in 2 basically “‘unfair’’ social and economic structure poses a
tremendous challenge to poiicy planmers. The preblem becomes
further complicated when there is a mismatch beiween the eco-
logical characteristics of the environment and the criteria used by
public resource-delivery organizations, such 23 nationalized
banks, to provide resources to the neople. As a resuli, safer
and surer organizational practices and designs tend to emerge to
cater to articulated demands for resources rather than designs
that involve the identification of the needs o.m the poor and
their conversion into demands on the organization. The market-
creating developmental role is o<n$smuo$@m ww the market-
responding role. Sectoral, spatial, and seasonal imbalances
wigen. In the process, economic disparities in society may be-
come legitimized as “inevitable’ during the process of economic
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transition. The “'is7" becomes the “ought.”’

The process of development v an cssentiskly sgrarian socicty
of mestly poor peasants and landicss laborers with chronic defi-
cits In their household budgets [1}* i3 =ssentially a process of
lengthening the time frame of their investment decisions. The
extension of this time frame is a necessary condizion for amelior-
ating poverty. The provision of organizaiional support to help the
poor perceive and facilitaie viable, long-term choices may be a
sufficient condition for the purpose, This requires public delivery
organizations to play a market-creating role as much as a re-
sources-dispensing role. It requires effort on their part to
strengthen the capacity of the noor 10 make demands on these
organizations. Jespiie the inequalities in the existing income and
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asset distribution and their social and political implications,

autonomous public delivery organizations can play a significant
role in converting the “‘needs’’ of poor people intc *‘demands.’

Case ilustrations

A varniety of rescurce-delivery crganizations are officially in-
volved in alleviating poverty and fighting inequality in India.
These include organizations such as the National Dairy Develop-
ment Board and varicus state cooperative dairy federations and
dairy unions. banks and their rural branches, tribal welfare cor-
porations, agricultural research and development organizations,
etc. In practice, however, many of these end up increasing in-
eguality. A number of examples come 0 mind.

Under Cperation Flood-I and I, a large number of district
dairy cooperative unions have been established by the National
Dairy Development Board (NDDB) directly through its own
spearhead teams or indirectly through ity support to the state
cooperative federations. Detailed criticisms of the policies and
reactions of the NDDB are reported elsevwhere {2]. Here [ shall
noacam, only two aspects of its onmENm:%& Emrﬁrmioﬁ
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hooked on the package approach to technology generation and
wransfer. The model essentially invoived one-way communica-
tion-one-way power

The scientists thought they knew what the problem was, and
also what the sclution was, Most of the basic snd applied research
was resiricted 1o on-station trials under the most favorable envi-
romrmenial conditions. rmwm: when the stagnation in Eastern India
in rice production, and in dry regions in the case of millet, pulses,
and oil seads, was %mo@g, ihe government allocated massive funds
to deal with this problem.

Mﬁmw.wmm of developing methods of rigorous on-farm ifrial in
mess’ fields, the very definition of the problem was changed.
iy is well known ihat local ecolegical conditions (such as that of
the deep-water rice-growing region in Eastern India) cannot be
m;ﬁ%;?@ at a research station. Mo international research center
5 facilities of 2 comparabie natere. Ong of the ways out 15 {0
reen genetic materizd under farmers’ conditions so that multi-
varieties capable of dealing with varying tvpes of risk can be
amﬁﬁo@&.u However, the research organizations and their lead-
ers still consider on-farm research as agricultural extension and
attach lirtde importance to it. The result is that a disproportionate
share of research resources is allocaed to solve problems in the
controlied environment of research stations.

Similarly, in the case of pulses and oil seed, instead of develop-
ing sysiems that might generate alternative technologies for use
by poor farmers in rain-fed conditions, the major developmental
strategy is to identify opportunities for cultivation of these crops
in more favorable climates. The crop, not the cultivator, sesms to
be the focus of attention of most scientists.

How do we appraise such definitions of problems and conse-
guent organizational strategies? It does not have to be said that
poocr pulse growers are very inarticulate, and can hardly be ex-
nected to lobby for policy and strategic changes as can the farm-
ers of western Upper Pradesh, Punjab, and Haryana.
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The rest of this paper is divided into four sections. The first
discusses the socio-ecological framework. The next section
claborates the need for precision in the definition of crganization-
al client environments, This is followed by a discussion of the
findings of 2 siudy of the operating behavior of banks in rural
high-risk settings. The implications for Future research on de-
signing rescurce-delivery systems and for organization theory are
cutlined in the last section.

The socic-geological framewnrk

The human ecological school [3-5] has tmed to link what are
called POET veriables, i.e., population, organizations, eaviron-
rtent, and iechix mom.m However, the mejor limitaiion of this
framswork Is that everything is related to everything else. Fur-
thermore, the nmamL znd temporal sequence of relationships is
not specified. The result is that hypotheses derived from it are not
ezsily testable. Deailed evidence in support of the socto-ecclogi-
cal framework that does not suffer itom the gbove limitations has
been presented elsewher

The main assumptions of the socig-ecoiogical framework are
that ecclogical conditions define the mix or porifolio of enter-

prises that can be sustained in 2 given spatial context or & water-

shed. The scale on which different social classes maintain these
enterprises, however, is a function of their respective access (o
factor markets (land, labor, capital, technelogy, and information}
and product markets {(different crop and livestock species and
varieties); kinship networks angd an extended family system; pub-
lic, private, and comununal risk mitigation or adjustnent strate-
gies that have evolved historically; etc. The mean return-variance
characteristics of the portfolio of enterprises influence the risk
perception and response patterns of different classes.
The mix of enterprisss, i.¢., the portfolio of economic activi-

ties such as rearing livestock, cultivating crops, raising trees of
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80 ANIL K. GUPTA (INDIA) .

difficult to articulate their demands for institutional resources on
the institutions’ terms. One way to widen the decision-making
options of these people is by investing in the conversion of their
needs into demands. Two important steps in this process are
articulation of demands and their aggregation. Both require rec-
ognition of the historical context that leads poor people to surren-
der to stress without protesting.

The challenge before organization designers is to identify in-
terventions that depart from reinforcing risk aversion in farmers
or peasants through risk aversion by public institutions. The
concepts of cross-subsidization, monitoring developmental orga-
nizations in terms of how well they meet equity goals in their
resource allocation, and participation of clients will have to be
invoked if developmental organizations are to meet the challenge
of eradicating poverty. -

There is an inherent danger in the attempt to explain variance in
the behavior of organizations only through intraorganizational
managerial variables and in the repeated exhoriations for more
training, more motivation, and greater commitment. No lasting
improvement is possible unless public instituticns and their man-
agers are evaluated according to the extent to-which they have
decreased inequality and poverty rather than according to how
much resources they have dispensed and how safely.

To prevent “‘is*’ from becoming *‘ought,’” it is necessary that
we make the values of researchers inherent in the definition of
organizations and their environment explicit. I have tried to do
Just that in this paper.

Notes K

1. A. K. Gupta (1981) **Viable Projects of Unviable Farmers: An Action
Rescarch Enquiry into the Structure and Processes of Rural Poverty in Arid
Regions.” Paper presented at a Symposium on Rural Development in South
Asia. Amsterdam: IUAES-Inter Congress.

2. The Amul pattern refers to a sysiem of dairy development and milk
marketing through a three-tier cooperative system. The first tier is composed
of village cooperatives of milk procducers; the second is the district-level union
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of village couperatives; and the third is a federation of district unions al the
state level, .,

3. A. K. Gupta and M. Shroff (1985) **Learning to Unlearn: An Action
Research Enquiry on Rural Banking."" CMA-PSG project report. Ahmedabad:
Indian Institute of Management at Ahmedabad (IIMA). .

4. A. K. Gupts (1980) *Communicating with Farmers'* (mimeo-
graphed), Indian Institute of Public Administration.
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Conference, 1-5 September, Xhonkaen, Thailand.
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Use in Bungludesh.'’ Paper invited by BARC, IADS, and Ministry of Agricul-
ture and Forestry, Bangladesh; A. K. Gupta (1984¢) **Small Farmers' House-
hold Economy in Semi-arid Regions.”” CMA report. Ahmedabad: [IMA;
A. K. Gupta (1986a) '*Socio-ecology of Natural Stress, Technological Change
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Technological Progress. Ahmedabad: IIMA,

7. A. K. Gupta (1986b) **Management of Rural Credit and Support Sys-
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8. Ibid.

9. W. E. Smith, F. J. Letham, and B, A. Thoolen (1980) ‘‘The Design of
Organizations for Rural Development Projects: A Progress Report’” (World
Bank Staff Paper No. 375}, Washington, DC: World Bank.

0. A. K. Gupta (1984d) **The Role of Public Enterprises in Backward
Regions: Generating Peasants’ Perspective’’ (Working paper No. 511). Ahme-
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1Z. A. K. N. Reddy (1980) **An Indian Village Agricultural Ecosystem: A
Case Study of Ungral Village. Part II. Discussion’ (mimeographed). Banga-

lore: Indian Institute of Science.

References

" 1. Gupta, A. K. (1981) "*A Note on Internal Resource Management in -
And Regions, Small Farmers-Credit Constraints: A Paradigm.”” Agriculiur-
al Systems, 7(4) 157-61.

2. Gupla, A. K. (1987) **Why the Poor Don’t Cooperate: Lessons from
Traditional Organizations with Implication for Modern Organizations." In




i

&2 ANIL K. GUPTA (INDIA)

C. G. Wanger (Ed.}, Politics and Practice &1 Social Research. Hbzn_os, Allen
and Unwin. Pp. 111-28,

3, Parik, R. E., and Burgess, E. W. (1921) An Introduction to the .wn_mann
of Socielogy. Chicago: University of Chicago Press.

4. Hawley, A. H. (1950} Human Ecology: A Theory of Community Struc-
ture. New York: Ronald Press.

5. Miinar, Z., and Teune, H. (1978) The Social Ecology of Change: From
Equilibrium to Uncluhimaﬂ London: Sage Publications,

6. Friedman, M., and Friedman, R. (1980) Free ro Choose. London:
Secker and Warburg,

7. Sinha, D. (1982) ‘'Towards an Fcological Framework of Depriva-
tion."" In D. Sinha, R. Tripathi, and G. Misra (Eds.}, Deprivation: Its Social
Roots and Psychological Consequences. New Delhi: Concept.

R. Qupts, A, K. (1981} **Sacial FEffects of Rural Projects: Monitoring
through People’s Particlpetion.”” International Review of Adminisirative Sci-
ences, XLV1i(3), 241-51.

9. T . F. E., and Trist, E. L. (1965) ‘*The Causzl Texture of Organi-
2ot waament.”’ Human Rélations, 18, 21-32.

1¢. teeapson, 1. D, (1967) Organizations in Action. New York:
McGraw-Hiil, . ‘

1i. Hesseling, P. (1982) Effective Organization Research for Development.
Oxford: Pergamon Press.

12. Pfeffer, ]., and Salancick, G. R. (1978) The External Control of Orga-
nizations. New York: Harper and Row.

13. Myrdal, G. (1968) Asian Drama: An Enquiry into the Poverty of Na-
tions. Vdi. II. London: Penguin.

14. Goodin, R. E. (1982) *‘How to Determine Who Should Get What,” In
K. V. Ramanathan and L. P. Hegstad (Eds.), Readings in Management Control
in Non-profir Organizations. Toronto: Wiley, Canada. Pp. 216-26. .

15. Shannon, 8. C., and Milier, M. K. (1985) A Methodological Review
of Fifiy Years of Research in Rural Sociology.”” Rural Socinlogy, 50, 539-60.

16. Hannan, M. T., and Freeman, J. H. (1977) **The Population Ecology
of Organizations.”’ American Journal of Sociology, 82, 929-64.

17. Agnew, R. (1981) **The Individual and Values in Human Ecology:
An Examination of the Adaptive Process.’” The Sociological Quarterly, 22,
105~117.

18. Reason, P., and Rowan, J. (Eds.) Human Enquiry: A Sourcebook of
New Paradigm Research. New York: Wiley.




