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ABSTRACT

Strategy in today’s world is increasingly dynamic. The linear, sequential framework
of the Mission — Objective — Strategy — Tactics (M.0.S.T) can easily go awry due to
unexpected global competitive moves or radical new technology developments.
Strategic success also depends on how effectively an organisation adapts and
transforms itself in response to such turbulence and how it constantly recreates itself
(in anticipation of the future) while seeking growth.

A fundamental question in contemporary research agenda on organizational strategy
is how firms behave when faced with turbulent times. What are the modes of coping
and trajectories of strategic transformation at times of great change.

The period of this research, 1992 to 1997, offered an opportunity to study such
questions in the Indian context, as never before. For the first time most industries in
India were suddenly opened to the deluge of foreign competition when most tariff
and competitive entry barriers disappeared in the wake of radical economic reforms
in India. This happened in an environment of great changes in the socio-political and
technological paradigms of the world.

Punctured equilibrium during turbulence makes it difficult for rigidly structured
organisations to survive for long ‘like rigid buildings in an earthquake’ (Collins and
Porras, 1994). Flexibility is demanded from the very foundation of the organisation.
This leads to a paradoxical situation. Because, a successful organisation of today
must continue to compete effectively in its current core business and at the same
time to avoid obsolescence, the organisation must create new capabilities to
innovate ahead of competition. Each organisation is thus faced with its own paradox
of dynamically balancing Focus on Current vs. Robust for Future strategies. In
Technology Based Organisations in india (TBIOs) in addition to these dilemmas, the
simultaneous new pressures on price, quality, design and logistics made
muitifaceted, versatile and radical new strategies imperative. There were very few
studies available during early’90s on strategic trajectories that Indian organisations
followed or could follow to successfully transform in such a situation. During the first
forty years post independence, while Indian industries grew substantially in many
sectors and developed significant resource and competence, the competitive
environment was never intense to demand continuous, ceaseless transformation at
strategic level.

The specific objective of this study therefore, is to understand strategic themes,
alternatives and practices of Technology Based Indian Organisations (TBIOs) during
1992 to 1997, so as to cluster them in different trajectories to understand how
strategy transforms under turbulence. Understand the interplay of different
contradictory factors and how TBIOs view strategic paradoxes. A sub-objective is to
evolve an exploratory methodology to study dynamic aspects of strategy
transformation.

The methodology for this research has been influenced by two contextual

frameworks. The first is the framework of flexible systems methodology
(FSM)(Sushil, 1994). The second is the Action Learning or Actors Approach based
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on a dialectical inquiry system (Nutt, 1992; Arbnor and Bjerke, 1997; Mumford,
1997).

The first step in the study was a Quasi-experimental and exploratory study on the
challenges posed by frame breaking environmental shift in the Indian context,
conducted at Allen-Bradley India Ltd. (ABIL) during 1992 to 1996, where this
researcher was then the CEQ. This was followed by a macro study conducted
through interviews, mini case studies and study of secondary materal to
characterise the Situation — Actor ~ Provocation framework for the target population
(TBIOs).

A series of Synectics exercises in laboratory situations, which were designed as
interactive creative problem solving experiments, was the next step to build a
framework of organising for success that could encompass different pattems of
~ strategic behaviour under uncertainty. The result was robust to fit the macro studies
and the initial longitudinal experiments at ABIL.

However, to improve the rigor of this research, as per the FSM framework, the
distinguishing attributes of the two earlier steps were used to design questionnaire
instruments for two surveys. Nearly two hundred and fifty respondents from about
hundred organisations participated in the two surveys. The statistical analysis of the
results from the two surveys show that growth and change are indeed the two faces
of the new Janusian thinking among Indian Organisations. The espoused strategies
equally emphasise expansion and innovation. But in actual strategy practices when
it comes to action, tolerance for ambiguity and dynamic management of paradoxes
are yet to become significant. The criteria of inner tension and creative turmoil does
not sufficiently distinguish the TBIOs from other organisations in India but the
flexibility elements are coming to the fore in the strategy thinking of all organisations.
Creative innovational characteristics are yet to balance the focus on efficiency and
productivity in the average TBIO but enough exceptions and strong trends are found
among the Electronic and Software based Indian Organisations to show that this
duality and the fiexibility to manage both simultaneously will be the emerging pattern
of transformation. In the Multiple Reality Inquiry System adopted in this study, the
decision maker is the operator in the system that is he or she is subjected to the
acutely opposing views on the strategic issues where both may be valid options
(paradox) so that the synthesised new position is a current but transient position of a
changing continuum of Thesis - Anti-thesis > Synthesis > New Thesis . In this

turbulent time many secondary patterns will continuously enrich this central strategic
transformation trend.

The SAP — TAP — LAP framework using the Actors approach proposed in this

research is likely to be useful to strategist managers and researches to continue the
fascinating exploration of this continuum.
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