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參加第三十三屆國際培訓總會（IFTDO）

印度新德里國際年會報告書

摘要：

今日各種組織正遭逢結構性之轉變，組織形態已由金字塔階層式結構轉變成網站式結構（web structures），組織厚重之分界亦已轉為薄弱，且組織由垂直整合轉為動態整合。在財富之攢營累積方面，由以往之竭澤而漁轉為創造財富，且現在更為重視創造財富之同時應由政府作良好之監管以維持社會均衡發展。在僱用方面，由以往之勞資競爭轉而變為雙方互惠。此種種由需求所導致之改變正在興起，且勢不可擋，二十一世紀之領導者惟有下定決心具備轉變者之特質，隨之轉變，才能達到良好之管理並獲得卓越之成效。

本屆國際年會將主題定為：「價值創造與人力發展─新興議題」，其規劃之重點即在於希望透過那些思想領導者與領導轉變之大師們對前述議題之演說，將他們之想法、理念蒐集並予以發揚。
本次年會之議題焦點有三項：

1、 企業之權利義務（亦譯為法人之權利義務）：創造價值。

2、 建立卓越效能：卓越之駕馭者。

3、 領導轉變。

參加第三十三屆國際培訓總會（IFTDO）

印度新德里國際年會報告書
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參加第三十三屆國際培訓總會（IFTDO）

印度新德里國際年會報告書

1、 前言：

本次參加第三十三屆國際培訓總會（International Federation of Training and Development Organizations , 簡稱IFTDO）印度新德里國際年會，係由中華民國訓練協會(Chinese Society for Training and Development ,簡稱CSTD)邀集國內各團體會員派員籌組，全團由各公務機關及事業機構派員組成，團員計十六人，由國家文官培訓所李所長嵩賢為團長領隊參加。

中華民國訓練協會係於民國五十三年成立，並奉內政部准予立案。在此期間，該會積極推動人才培訓與人力資源發展，參與國際活動，吸取新知，服務會員，已有相當績效並獲得國內外培訓機構之肯定。民國六十二年，該會與世界各國主要培訓團體及機構共同發起成立國際培訓總會(IFTDO)，成為該會二十三個創始會員之一。中華民國訓練協會亦為亞洲培訓總會(Asian Regional Training and Development Organization , 簡稱ARTDO)創始會員之一，該會成立於民國六十三年。

國際培訓總會每年由不同國家之會員主辦大型國際會議，研討人力培訓與人力資源發展之理論與實務。中華民國訓練協會每年均邀請會員共同組團參加國際培訓總會之年會，以吸取新知並增進國際交流。中華民國訓練協會曾於民國八十一年九月主辦國際培訓總會之第二十一屆年會，參加該次年會之各國人士對於會議主題及各項安排均感到滿意。

本次國際培訓總會第三十三屆國際年會係由印度政府主辦，在其首都新德里市阿育旅館（HOTEL ASHOK）舉行，大會主要議題為：「價值創造與人力發展─新興議題」，計有來自五大洲之美、加、日、奧、英、沙烏地阿拉伯、芬蘭、埃及、瑞典、馬來西亞及我國等三十二國代表團與會，會中計有133人次發表演說，其中企業人士有62人、學界人士68人、媒體3人／CEO 34人、VP/Director 21人、IFTDO 會員10人。
2、 大會主題
因技術上之發展及全球化合併之影響，今日各種組織正遭逢結構性之轉變，技術應用在各方努力下已充分發揮其乘數作用及透通性，組織形態已由金字塔階層式結構轉變成網站式結構（web structures），組織厚重之分界亦已轉為薄弱，且組織由垂直整合轉為動態整合。在財富之攢營累積方面，由以往之竭澤而漁轉為創造財富，且現在更為重視創造財富之同時應由政府作良好之監管以維持社會均衡發展。在僱用方面，由以往之勞資競爭轉而變為雙方互惠。此種種由需求所導致之改變正在興起，且勢不可擋，二十一世紀之領導者惟有下定決心具備轉變者之特質，隨之轉變，才能達到良好之管理並獲得卓越之成效。

本屆國際年會將主題定為：「價值創造與人力發展─新興議題」，其規劃之重點即在於希望透過那些思想領導者與領導轉變之大師們對前述議題之演說，將他們之想法、理念蒐集並予以發揚。
本次年會之議題焦點有三項：

4、 企業之權利義務（亦譯為法人之權利義務）：創造價值。

5、 建立卓越效能：卓越之駕馭者。

6、 領導轉變。

3、 大會議程

1、 日期：11/22/2004~11/26/2004

2、 地點：Ashok Hotel, Chanakyapuri,
New Delhi,INDIA

3、 主辦單位：國際培訓總會（IFTDO）

4、 議程：
	日期
	時間
	會議

	22.11.2004
	1500–1830 hrs.
	報到

	
	1900-1920 hrs.
	國際年會開幕

	
	1930-2030 hrs.
	歡迎餐會

	日期
	時間
	會議

	23.11.2004
	0900-0930 hrs.
	開幕式

	
	0930-1100 hrs.
	第一次全體會議

價值創造與人力發展　–　新興議題

	
	1130-1300 hrs.
	第二次全體會議

企業權利與義務

	
	1400-1530 hrs.
	第一次研討會

(a) 為外部利害關係人創造價值：問題與挑戰

(b) 為內部利害關係人創造價值：問題與挑戰
(c) 技術與人的介面：問題與挑戰

(d) 非政府組織、政府及企業之合作

	
	1500-1730 hrs.
	第一次研討會

(a) 為外部利害關係人創造價值：問題與挑戰

(b) 為內部利害關係人創造價值：問題與挑戰
(c) 技術與人的介面：問題與挑戰
(d) 非政府組織、政府及企業之合作

	
	1730-1800 hrs.
	第三次全體會議

 交誼活動

	24.11.2004
	0930-1100 hrs.
	第四次全體會議

建立卓越效能

	
	1130-1300 hrs.
	第三次研討會

(a) 發展高效工作文化

(b) 建立卓越效能：智力資本之角色

(c) 發展卓越效能：人力資本之角色

(d) 維持卓越效能：天賦管理之角色

	
	1400-1530 hrs.
	第四次研討會

(a) 發展高效工作文化

(b) 建立卓越效能：智力資本之角色

(c) 發展卓越效能：人力資本之角色

(d) 維持卓越效能：天賦管理之角色

	
	1600-1730 hrs.
	第五次全體會議

交誼活動

	25.11.2004
	0900-1015 hrs.
	第六次全體會議

學習轉變

	
	1045-1200 hrs.
	                        第五次研討會                     分組討論

(a) 不同文化管理：問題與挑戰

(b) 建立全球領導人：問題與挑戰

(c) 創新管理

(d) 機構之轉變: 轉變大師之角色

	
	1200-1225 hrs.
	IFTDO 閉幕典禮

	
	1230-1330 hrs.
	告別

	26.11.2004
	
	參訪


4、 心得

國際培訓總會之宗旨係為持續發展及維持一個世界性的培訓網絡，經由知識、技能及科技之發展與傳遞以增進人員及組織之成長、提升人類的效能及全面提高生產力。該總會為在大英國協登記之非營利訓練機構，且為聯合國（United Nations）及國際勞工組織（International Labour Organisation）公認之非政府組織（NGO），其成員為各國專業之訓練發展、人事管理、人力發展等機構、協會、社團、大學、工技學院、商業機構及跨國公司企業等等。

本屆國際年會之主題，由Dr.N.M Kondap發表一篇專文（譯如附件一）。在全體大會中，係由Dr. Rajeshwari Narendran主持本屆年會主題的研討，會中Dr. Rajeshwari Narendran係以一種輕鬆和諧的語氣，將主題環繞在價值創造及人力發展上；討論的重點則放在僱用能力上；價值的創造則以財務、社會生態及社會價值來加以定義。

本次會議的主題一直在強調：因技術上之發展及全球化合併之影響，各種組織今日正遭逢結構性之轉變，在財富之攢營累積方面轉為創造財富，同時也主張由政府作良好之監管並維持社會均衡發展，及勞資互惠。並強調二十一世紀之領導者惟有下定決心具備轉變者之特質，隨之轉變，才能獲得卓越之成效。

這也恰如印度政府及各公私營企業等所面對之現象一般，她極須各行各業之各種領導人出來扭轉乾坤，發揮影響力，引領各個層面作到價值創造及人力發展，以乘數作用來改變印度甚而全世界。該國政府並不諱言，她的文化基礎久遠而根深蒂固，英國殖民影響雖已不明顯，但隨處可見到一些蛛絲馬跡，環境品質一塌糊塗，公共建設普遍落後不足，交通秩序亂中有序，社會普遍貧窮，受教育人口僅只二成。本次印度行，對不同文化引領之思維模式造成之衝擊頗有所感，這是在該國馬路上見聞之事實。在印度的車道上，生命第一眾生平等，這由每輛車都會讓牛羊牲口先行即可見一般，可是每輛車背後都標有：按喇叭或請按喇叭（BLOW HORN 或HORN PLEASE）字樣，不去印度你絶對不會知道，但車子上了路，你一定會發現，即使在其首都德里亦復如此。在印度，快車可按喇叭叫前面的慢車讓路，而不必自已加速超車。而在我國高速公路上，你如果亂按喇叭則可能會遭到不測。在印度，慢車不一定是開不快的車，他可能是較悠閒的人在逛大街，那些慢郎中對快車、趕時間者所按之喇叭聲似乎並不在意而會識趣的馬上讓路哩！ 

本次該國所提出之研討主題：「價值創造與人力發展─新興議題」，在我國而言，當我們已將事業機構研討主軸定位在「永續經營時」，本屆大會主題或許對我國而言稍顯有些落後，但由印度政府之用心可見他們並不迴避問題而且勇於面對問題，由他們之研討，難免不令我們回想我國所曾擁有及所曾遺憾、失去而未能珍惜的過往。會中，芬蘭代表曾發言表示，希望能在會中吸取之經驗反倒是小型、個人或家庭式企業之經營管理經驗。這與我們心目中所認知之芬蘭出入還真大呢！所以，別人的問題對我們而言很可能並不存在，我們的問題對別人而言也可能不是問題，他山之石可以攻錯，鑑往知來，不正是反省的好材料及好時機嗎！

在本次國際年會，可以很明顯的看出印度政府之企圖心，該國政府及各大公營機構可謂全體動員，不單新德里一地，全國各地均派有代表參加，所有與人力資源發展相關之學者及官員無不出席，甚至派出大批學生代表與會，印度希望能由開發中國家脫胎換骨，轉變成為一個已開發國家，而且在大會提供之資料（Transforming INDIA into an Economic Power & a Developed Nation）上可以很清楚的看到印度政府不服輸的心態。身為世界人口超過十億之大國，他惟一能比的開發中國家，就是在他身旁的中國，該資料最後一頁附表中（附件二），表列51項經濟／社會因素，兩相比較下，除了負面因子外，印度沒有一項能超越中國，然而由我們的角度去看中國大陸，很多人並不認為中國大陸有何值得比較的地方，因為我們經由台商及新聞媒體，很容易了解到，我們早已將我們所應該面對的企業問題轉移給了中國大陸，讓中國背負者我們的企業問題沈重的走了快二十年，許多人可能和我一樣，還一直在國內媒體的宣傳下認為我們的進步遠超過中國，而當我們這次參加國際年會的同時，在同一飯店，見到一群上海姑娘去印度拓展其商品－牙膏時，生氣蓬勃的樣子令人不由得不去注意，回想起二、三十年前自己差點也要拎皮箱闖天涯的樣子，所謂的台商不就是那時因許多天不怕地不怕的年輕人所闖出的名號嗎？無怪乎現在印度會拿中國來作標竿了。

在歡迎會中，其總統阿布都卡蘭博士（Dr. A P J Abdul Kalam）之致詞（附件三），由他個人在演說中殷切期望，可以立刻了解印度政府之用心，他的演說雖是對會場來自世界各地的每一個人說的，但我總覺得是他對現場印度子民的盼望。在他的演說中提到五個關鍵特質和與會者共勉：本土設計能力、法令之發展（他視為競爭力）、組織之轉變、失敗管理、倫理道德標準之建立。他的理念正與我國政府現正推動之「核心價值」有許多雷同之處。所謂「核心價值」包括：「創新」：勇於變革，彈性多元，展現創造力，經由「批判性思考」與「創造性突破」，達到從無到有、推陳出新、改善現狀的結果。「進取」：積極主動，追求績效，迅速回應人民需求，透過團隊意識與績效觀念之提升，展現行政執行力及對公共服務的熱忱與活力。「專業」：積極學習，開拓視野，追求卓越，藉由提升專業知能及核心能力，有效解決問題並提升服務水準。我國未強調者，如：我們的法令發展及道德倫理標準，我相信應已較印度來得進步。

在教育、貧富均二極化下，該國已有能力發展人造衛星、導彈，而且印度總統本人未當選前即曾為該國人造衛星火箭推進系統（SLV-3）之計畫主持人。他在會中多半是以他的飛彈團隊為例，說明他個人與本次主題切合的經驗，並殷切盼望與會來自印度各地之企業精英、學者、領導者，能下定決心備妥轉變者之特質，隨之轉變，才能推動印度走向卓越之路。

其中最值得一提的是，他以其主管對他的態度所造就出他的領導風格為例說道：「一個將責任歸給自己，而將榮耀歸給部屬的人，必定會成為一位成功的領導者」。他在隨後強調個人轉變之道，正可清楚的與我國古人智慧所謂：「誠意、正心、修身、齊家、治國、平天下」相互輝映。最後他引用印度哲人語彙勉勵所有與會人員，雖然我無法了解那印度語之原意，但經由英語，他說道：不論湖、河、池塘之水有多深，百合永遠會在水邊綻放，不要被困難打倒，而要克服困難，成功將會永遠屬於你。

本次參加大會活動（照片一）之外的一個插曲，那便是我們為我們的國家及國旗盡了一分心力。國際培訓總會可說是現存少數能見到我中華民國國旗飄揚在會場之國際會議，團長曾以其經驗在赴大會途中述及此事，惟因大會之工作人員對我國熟悉度不足，而遺憾的將我國國旗倒懸，且報到後，因室外場地該國總統將於當日蒞臨，現場配合安全檢查及佈置由全副武裝警衛把守不能進前查看，故至次日始發現我國旗倒懸之窘事，惟經本人與同團民航局林昌國教官及時出面向大會主管反應要求立即更正，並在團長李嵩賢強烈向大會要求下，總算得以將我國國旗扶正，此可謂本次參加國際會議之插曲（照片二）。

本次行程中，雖有團員因腸胃不適而腹瀉不止，但多虧同團團員彼此照料，總算一切平安順利，圓滿歸來。常言道，在家千日好，我們的國家雖不如印度有廣大的領土，有眾多的人口、有一大堆的．．．，但我們站在國際會議舞台時，我們仍然可以有所值得驕傲的地方，那便是我們國家在過去五十年所給予我們，而別人比不上的：教育及經濟發展。
5、 建議

大會本次分發之資料可說非常豐富，惟因其以光碟方式發給，一時不查，以為是印度之宣導影片。當初，出發時怕行李過重，大家均未帶NB手提電腦，因而無法即時翻閱，直至回國，在公司細讀，該光碟中真還有不少可讀之資料。建議下次可先打聽清楚，至少指定一名團員負責攜帶，有一台手提電腦則可應不時之需了。

附件一、

價值創造與人力發展---新興議題

康達普博士（Dr. N.M Kondap）

有種說法，生活中有個永遠不變的規則，那就是「轉變」，而且不論是目標、實作、理論或練習都不能排除在這個規則之外。人力資源管理是一種以學理為基礎的訓練工作，在近十年中也遭到巨大的轉變，它包容了所有與組織有利害關係的人及他們所關注的事物，且變得更為真實，現在它正以全新面貌呈現在我們面前。

價值創造，先前曾僅只就「利潤」單一議題來討論，現在它已結合了組織對社會及道德的義務與責任，整個過程具有透通性，企業對各種不同個體及利害關係人趨向應擔負更多責任，企業在文化、技術方面，對各種不同事物更為尊重；以及對於譬如：商業、經濟、社會或純社會生態學方面的整體環境更為同情，對組織及個人目標已能取得平衡及和諧之體認，因此企業由其外觀狹隘，僅考慮利潤作為獲取價值方面的單一規則以來，已經歷過非常漫長一段路程。現在或者將來會有更多企業會對其利害關係人更加關心與同情，利害關係人包括了與社會、環境整體相伴隨的企業員工、企業客戶、企業法律上的關係人、政府主管單位，稅捐主管機關、股東及投資人、其他交易伙伴等。在詹姆士柯林斯及傑利波羅斯（James Collins and Jerry Porras）著作之「建立永恆」（Built to last）一書中，可以發現他們提出一些驚人且與直覺相悖的看法，他們強調，公司企業在追求一大堆目標時，如果能在很長一段時期表現得非常卓越，則在有目標中，利潤最大化可能是該企業唯一最不必要的目標。

經由一個更內含的價值創造觀念，賦予了企業公民權這個新想法之產生，這想法談到應對所有利害關係人負責及從事公民與教育的社會挑戰。談到企業個體對社會之角色及責任，這已不是一個新的想法，這個想法，即企業對社會有超過它對自己所有權人及股東更大的責任義務，已經在經濟及管理文獻中被長期廣泛討論，但企業公民權一詞可以值得驕傲的說，這是個經過修正的想法。

當一個公司企業接受企業公民權這種哲學時，該公司企業同時也已經將自已朝向博取社會地位及獲取對全體利害關係人之利益為其最終目標，在建立商譽及社會地位的同時，也為公司企業創造更正確的認知。一個優良的企業公民，應了解他自己的責任義務，而且能充分滿足法律、社會、鄰居及環境對他的期許，並超越該企業對股東所作所為。

企業公民權的觀念，藉由組織中牢固的關係，在其內部利害關人：員工，以及外部利害關係人：客戶、供應商、經銷網、社會及環境之間，已然使企業在創造價值上獲得重視。這令組織趨向一個競爭邊際，同時，就整體而言，仍然對社會有利。

不要因企業公民或企業公民權簡單的定義而輕忽它了，企業公民或企業公民權可說是神話中赫拉克勒斯（Herculean）大力士的任務，對於組織的某些部分需要作長期的承諾，他包括各種不同的麻煩任務，像是為組織確認什麼是利害關係人所期待的事物、如何啟動以便將企業公民權導入並被轉置入一個持續的循環中、如何評估社會環境成效及影響，以及許多其他類似任務。

卓越能以各種方式來定義，例如以獲利能力及股東之期待方面，或是在利害關係人之滿意度上，或是以在上線或下線之成長。實際作到良好企業公民權，即可被稱之為真正的企業公民權之實踐，也就是幫助企業達成卓越。湯姆比得斯（Tom Peters）曾定出八個經濟及組織變數以解釋什麼叫作卓越。這些包括行為的偏差、對客戶之封閉性、自律及企業家精神、透過人工之生產力、傳遞及價值經營、同時損失及嚴控財產。這許多因素與我們稱之為對利害關係人之社會負擔、社會責任相似。企業追求卓越的本身並非一個終點，而是一個持續的過程。當標準改變、當期望改變、當對手比他們有更佳的紀錄時，公司必須重新建立最佳標準，而且卓越是必須被重新定義的。

在某方面，企業公民權帶出一些新議題，那是些較軟性議題，即關於如何藉由人力及實作伴隨著利潤最大化的傳奇式動機以創造更高成效。這些議題上之改變經歷過非常冗長的過程，那需要非常特殊的領導技巧，斯考特菲茲葛拉爾得（Scott Fitzgerald）指出：對第一級智力的測驗即是維持運作的能力（The test of a first-rate intelligence is the ability to hold two opposed ideas in mind at the same time and still retain the ability to function. ），企業公民權處理許多併存的對立理念，例如：

1、 企業之權利與企業之義務。

2、 對股東之價值與利害關係人之價值。

3、 哲學的轉變、未來觀念的轉變及技術的轉變。

惟有透過高效工作文化方能確保卓越。高效工作文化是一種品質之競爭及過程之享受。在此種文化下，組織並未認知到組織因找對人而且更過份的開始緊握這些他們僱用來建立卓越用的智力資本已造成他們的負擔超重。他們也試圖借由激勵及發展他們的人力資本以繼續維持卓越。這需求便是找正確的人，以正確的技巧、知識及經驗輔以激勵他們發揮團隊綪神在他們力之所及範圍內，作出卓絕之表現。在這現代化企業中，其之核心資產並非公司的大廈、機器設備或不動產，而是在員工們的智慧、理解、技巧及經驗上。利用有知識工作者的能力及承諾，雖然仍有爭議，可說是在我們這個時代裏最主要的管理上的挑戰了。

知識革命的結果，組織本質也發生戯劇性的轉變。由現代垂直組織結構，轉變成後現代以協力網絡為基礎之結構，提供一個在控制與學習、階層與網絡間均衡健全的結構。在新的知識結構下，組織本質也由中央集權變成地方分權，由控制到授權，由僵化到變動結構。所以這些移轉變化非常清楚的朝向企業公民權。並且，如果沒有組織的改變，這些卓越成就是不可能發生的。當組織注意到以下各點時這些改變將會非常成功：

1、 清楚描述企業任務與價值

2、 清楚定義企業經營之社會責任

3、 發展評估倫理、社會及環境的方法

這種轉變，將帶來健全及安全社群、更佳的社會凝聚力、滿足了利害關係人、維持高生產力、支持以價值為基礎的領導哲學、強化社會層面的價值及行動並作為促進代理人，以建立社會之幸福與發展。這種轉變大體上將需要公民及社會、組織及交叉部門、企業之合夥人、自願之志工組織、媒體及政府之支持。

還需一提的是轉換型領導統御，即當領導者「擴大並高舉他們員工的利益，當領導者讓員工們產生認知並接受團體目標及任務，當領導者為團體之利益去激發員工超越他們自我利益時」，轉變於是產生，這是伯那得巴斯曾於一九九０年說過的（Bernard Bass, 1990）。一個轉變型的領導者，藉由增進對組織動態的了解，在組織發展上能扮演非常重要的角色。一個已經轉變的領導者，能為組織帶來價值及卓越，並經由假裝成一個主要的代理人，因而能將組織提升到另一個更高的水平。這將可以適當的引述斯帝芬柯維（Steven Covey）曾寫過的一段話：「轉換型領導統御之目的，是以一種文字直覺來改變人及組織－去改變他們的心智及想法；擴大他們的願景，投入並予以了解；明確劃清目的；將行為與信念、原則或價值調合一致；然後帶來轉變，那將是建立經久、永存及趨勢之道。」

附件二、
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附件三、

ADDRESS AT THE INAUGURATION OF THE 33RD CONFERENCE & EXHIBITION ON VALUE CREATION AND HUMAN DEVELOPMENT THE EMERGING DIMENSIONS ORGANISED BY THE INTERNATIONAL FEDERATION OF TRAINING AND DEVELOPMENT ORGANISATIONS (IFTDO) 
22-11-2004 : New Delhi 
 
EVOLUTION OF BRAND INSTITUTIONS 

I am delighted to inaugurate the 33rd Conference & Exhibition on ?Value Creation and Human Development ? the Emerging Dimensions? being organized by the International Federation of Training and Development Organisations (IFTDO) in collaboration with Department of Personnel & Training and Department of Public Enterprises. My greetings to all the organizers, human resource developers, academicians, researchers, national and international delegates and distinguished guests.
Since this is a Conference on Value Creation and Human Development, I thought of sharing with you some of the models of institutional development and the personalities which can be useful for the corporate community to follow. I would like to discuss about ?Evolution of Brand Institutions?. There are five components in Evolution of Brand Institutions. 
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I. Creating a brand image for the institution

Promoting excellence in organizations leading to the creation of brand institutions depends on five important components. They are: Design capability, Competitiveness, Organisational transformation, success/failure management and establishment of Institutional ethical standards. We have a few brand institutions in the country and many are aspiring to become. Let us discuss.

Design capability

Technology consists of stages like research development, technology transfer, technology absorption and production of products or systems with performance, quality and cost effectiveness.
The indigenous design capability is built through rigorous training in design, development, fabrication and production processes with in the country by multiple institutions through appropriate out sourcing and use of available national expertise. It is essential to evolve the value chain in product life cycle. Wealth generation depends largely on design phase which contributes about 60% to the efforts of development of the product. The quality of the product has to be built-in during the design phase itself. The indigenous design and development capability is the key to acquire competitive edge. It is very important for Indian R&D team, business community and industries to recognize the importance of design capability. 
[image: image3.jpg]



Law of development: Competitiveness

Last two years, I was studying the development patterns and the dynamics of connectivity between nations, especially in trade and business. As you all know the world has few developed countries and many developing countries. What is the dynamics between them and what connects them? Developed country has to market their products in a competitive way to different countries to remain as developed country. The developing country to get transformed into developed country; they too have to market their products to other countries in a competitive way. Competitiveness has three dimensions: quality of the product, cost effectiveness and supply in time. Indeed this dynamics of competitiveness in marketing of products by developing and developed countries is called the law of development. 

Organizational transformation

Dear friends, I thought of sharing with you one experience which has the message on how to transform a 25 year old institution for a new mission. This calls for changing the old order and simultaneously embedding the new mission utilizing the technological core competence of the institution by providing right direction for the human power. As you all are aware I was the project director of SLV-3 at VSSC, ISRO till 1982. After completing the project, I opted to take up the leadership of Defence Research and Development Laboratory (DRDL) in 1982 for developing the new generation missile systems. I would like to discuss the birth of a missile programme and the transformation of the laboratory for the new mission.
When an institution is nearly 25 years old as DRDL was at that time, it has its own ethos and culture and also has its pride. The mission of the laboratory was to design, develop and lead to production of missile systems. But till 1982 it had not delivered any missile to the services excepting the creation of technological base, infrastructure and nurturing of scientific and technical manpower. When I reached the laboratory one thing was clear to me, the mission is the most important one compared to any other component of the institution. All the components of the institution have to be directed to work towards the objective of the laboratory for leading to the development of missiles and productionisation. 
Let me summarize the institutional status of DRDL after two decades from 1982. DRDL with its partners has now delivered two strategic missile systems for deployment by the services. These systems will not be available for purchase from the international market due to Missile Technology Control Regime (MTCR) and also due to certain unique performance characteristics needed by our Armed Forces. While addressing you the Corporate Management teams, I asked myself the following questions:
1. Did I bring new leaders from outside the laboratory for the new mission? No not at all.

2.  Did I bypass the second line senior scientists and empowered the third line young scientists? No never.
3. Was the pride of the laboratory and experienced scientists diminished? Not at all. Yet, how a change was brought, a change towards mission oriented organisation. 
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 (i) Ownership of the programme

Now I would like to tell you what the focus was, what was the management style during various phases of the programme?
a) During the first year of the programme, the entire scientific community was deployed for carrying out the preliminary design, documents leading to the preparation of the report for the sanctioning of the missile programme by the Government of India and evolution of management plan.
b) I remember about 200 scientists irrespective of their rank or seniority worked on this mission without involving any external manpower. When the missile programme was sanctioned at a cost of Rs. 400 crores and a potential to grow to over Rs. 1000 crores, the entire laboratory was proud of this programme and they owned the programme. 
c) When the project was sanctioned the whole laboratory and the external agencies such as 28 work centres and production units participated in the Missile programme launching ceremony which was presided over by the then Scientific Adviser to the Defence Minister. This one act that the project report prepared by the laboratory for a great mission of multiple missile development including evolution of production facilities sent a message that missile programme is a programme of the lab and all its work centres. This I consider as the first management step of integrating the minds of workers, staff, scientists and technologists for owning the programme. The message I would like to convey to all of you is that always respect the core competence of the institution you are going to take over and value the pride of the people and build on their strengths and capability. 
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 (ii) How did I change the work culture for building indigenous design capability?

Missile Technology Committee for decision making
I started a forum in the laboratory called Missile Technology Committee (MTC), which met regularly every week on Monday at 1400 hrs. This MTC was effectively used to elicit different view points on how to cope up with the new sanctioned programme of the laboratory, which was bigger than all of us who had assembled there. Two recommendations clearly emerged:
a) DRDL has to become a partner of number of academic institutions and academicians, who can participate in the design reviews which led to the establishment of Joint Advanced Technology Programme (JATP) units in Indian Institute of Science, Bangalore and Jadavpur University, Kolkatta. This decision led to the presence of number of academic experts in DRDL campus at all times and also the DRDL scientists moving to the academic institutions. This created tremendous effect in the minds of the DRDL scientific community that they should acquire knowledge wherever it is available. Thus, for the first time DRDL was opened to external knowledge centres which led to the capability enhancement of the laboratory and also building of the self-confidence among the scientists and technologists that ?we can do it?. Not only the laboratory got reinvigorated, the missile programme led to effective management of outsourcing of work to partner laboratories with necessary funding. DRDL-RCI became a centre of system design, system integration and system management. 
b) With the opening of the laboratory to the academic institutions and the partner defence laboratories, next major decision was to mobilize 300 young scientists from the universities. For this a special recruitment process was approved by the guided missile board virtually leading to campus recruitment. In 6 months time all the young scientists were in position in the labs. Once the young scientists came into the scene a new dynamics of enthusiasm and motivation prevailed in the laboratory and multiplied the scientific demand from the senior scientists. 
c) The most important decision taken by the MTC was the establishment of a missile integration centre and test facilities later called RCI and the establishment of the missile flight test range. The Guided Missile Board reviewed these requirements and approved them as special programmes with financial empowerment with in its own powers. It had never happened in the history of our organisation that large scale technology centre was conceived and established within three years in a green field site through a consultant equipped with high quality architects and engineers as a turn-key project. Similarly, a new missile flight test range including an island range was established with in a record time with the capability of launching multiple missile systems. 
The message I would like convey is that in our country, Government can empower a programme and enable getting things done in record time. It is all about participative project definition, full empowerment to implementers and optimum outsourcing to competent partners. That is how, we were able to lead two strategic missiles into production, established two new technological laboratories and number of production centres in our public sector undertakings and ordnance factories. Also production wings were established in private sector. 
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(iii) Management system for change

The management system had the following features: 
a) Creation of MTC (Missile Technology Committee) as a technological decision making body.
b) Selection and nomination of five young project directors for the five projects empowered by a management board.
c) We had three re-organizations of the Laboratories in 10 years: Design phase, Development Phase and Flight trial/productionisation phase. 
d) The second level senior scientists of the laboratories became Technology Directors with the accountability to provide all the technological inputs to the projects. These directors became the Chairmen of different Design Review teams.
e) Constitution of a Management Council with all technology directors as members. The project directors were asked to make presentations to the management council once a week highlighting the progress and problems. The council resolved the inter-project conflicts, provided inter-project priority, suggested resource mobilization strategy and established accountability among all members and the project teams. A healthy working relationship was also brought in among the senior scientists. 
f) A multi-level review system was part of the project and programme management. They are: preliminary design review, critical design review, systems review, flight readiness review, post flight analysis and review and above all we had a failure review by expert teams. 

(iv) Results of change

I would like to summarize, how we can asses the success of the management system of the missile programme in meeting the objectives set by the government. 
a) Capability has been established for the design, development and leading to production of any type of missile without any ambiguity in spite of the MTCR regime. 
b) Two strategic missiles went into production and deployed by the armed forces.
c) Missile development was the territory of one single lab; today it has turned to 3 labs, 28 partner labs, and two prime production agencies with nearly 20 partner industries.
The successful deployment of the missiles has been possible due to the evolution of design capability, creation of inter-project competitiveness, establishment of concurrent engineering and production system, creation of multi-tier review mechanism, installation of robust failure management system, utilization of the other institutional capability and above all an empowered three-tier Guided Missile Management System. 

Failure Management

Two decades ago while I was working at ISRO, I had the best of education which won't come from any university. I will narrate that incident. I was given a task by Prof. Satish Dhawan the then Chairman, ISRO to develop the first satellite launch vehicle SLV-3, to put ROHINI Satellite in orbit. This was one of the largest high technology space programmes undertaken in 1973. The whole space technology community, men and women, were geared up for this task. Thousands of scientists, engineers and technicians worked resulting in the realisation of the first SLV-3 launch on 10th August 1979. SLV-3 took off in the early hours and the first stage worked beautifully. But the mission could not achieve its objectives, as the control system in 2nd stage malfunctioned. There was a press conference at Sriharikota, after the event. Prof. Dhawan took me to the press conference. And there he announced that he takes responsibility for not achieving the mission, even though I was the project director and the mission director. When we launched SLV-3 on 18th July 1980, successfully injecting the Rohini Satellite in to the orbit, again there was a press conference and Prof. Dhawan put me in the front to share the success story with the press. What we learn from this event is that the leader gives the credit for success to those who worked for it, and leader absorbs and owns the responsibility for the failure. This is the leadership. The scientific community in India has the fortune to work with such leaders, which resulted in many accomplishments. This success generated great happiness among all my team members. 
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Ethical standards

Orgnisational ethos come out of the traditional leadership. The leadership comes out of the proven successes, family background, and also love for the societal progress. The maturity of the quality of leadership is echoed by graduating from ýyou give meý to ýwhat I can giveý. I would like to illustrate this phenomena through an example of my guru Dr.Brahm Prakash. I worked with him during the SLV-3 programme.
When I was the Project Director of SLV3 programme Prof. Brahm prakash ý a great scientific leader with nobility, was the Director of Vikram Sarabhai Space Centre(VSSC), which integrated multiple institutions based on the advice of Prof. Kamala Chowdhuri, then a management expert from IIM. Prof Brahm Prakash took hundreds of decisions for the growth of space science and technology. One great decision which I will always cherish was the principle he utilized: ýonce a programme such as SLV3 is sanctioned the multiple laboratories of Vikram Sarabhai Space Centre and also the multiple centres of ISRO including the Space Department have to work to realize the stated goals of the programme as a team. Particularly during 1973 ý 1980, there was a tremendous financial crunch and competing requirement from many small projects. He converged all scientific and technological work to be focused towards SLV3 and its satellite. When I say that Prof. Brahm Prakash is famous for the evolution of management with purpose and nobility, I would like to give a few instances. He enabled for the first time evolution of a comprehensive management plan for SLV-3 programme towards the mission of putting the Rohini satellite in orbit. After my task team prepared the SLV3 management plan, in a period of 3 months time, he arranged nearly fifteen brainstorming meetings of the Space Scientific Committee (SSC). After discussion and approval, this management plan was signed by Prof Brahm Prakash and became the guiding spirit and working document for the whole organization. This was also the beginning of converting the national vision into mission mode programmes. During the evolution of the management plan, I could see, how multiple views emerged and how, many people were afraid of losing individuality due to the main mission. Their anger was often poured out during the meetings. I could also see how Prof. Brahm Prakash radiated with smile in the midst of continuous smoke coming from the cigarette continuously being lit one after the other. The anger, fear and prejudice have all disappeared in the presence of his nobility of purpose. Today simultaneously, the space programme, launch vehicle, spacecraft, scientific experiments and launch missions all are taking place in the centres of Indian Space Research Organization in a cohesive and cooperative manner. I remember this great mighty soul who evolved the concept of management with nobility and purpose and created a unique organizational ethos. He provided the leadership to the 10,000 strong VSSC community with more than 50% of them being scientists at a crucial period after the passing away of Prof Vikram Sarabhai. He led VSSC to success in the mission mode programme with knowledge, technology, and above all with high moral values. 
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II. Conclusion : Righteousness and Indomitable spirit

When you have a mission to become great corporate or entrepreneurs, I would like to share with you the need for possessing two important factors they are righteousness in life and possessing indomitable spirit: 
Righteousness
Where there is righteousness in the heart, 
There is beauty in the character. 
When there is beauty in the character,
there is harmony in the home.
When there is harmony in the home, 
There is order in the nation. 
When there is order in the nation, 
There is peace in the world. 
It is a beautiful connectivity between heart, character, nation and the world. In a society we have to build righteousness among all its constituents. For the society as a whole to be righteous we need creation of righteousness in family, righteousness in education, righteousness in service, righteousness in career, righteousness in business & industry, righteousness in civil administration, righteousness in politics, righteousness in government, righteousness in law and order, righteousness in justice. In addition to righteousness in multiple dimensions in the society, indomitable spirit is essential for realizing your vision. 

Indomitable spirit

Let us study the characteristics of indomitable spirit. It has two components. The first component is that there must be a Vision leading to higher goals of achievement. I would like to recall a couplet from Thirukkural by the Poet Saint Thiruvalluvar written 2500 years ago. 
Quote: 
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It means that whatever may be the depth of the river or lake or pond, whatever may be the condition of the water, the lilly flower always comes out and blossoms. Similarly, if there is a definite determination to achieve a goal even if it is impossible to achieve, the man succeeds. 
Many of us have gone through large programmes and projects. We would have experienced that success is not in sight and there are many hurdles. The same poet reminds us at this point of time through another couplet: 

[image: image10.png]BBbeus ABbeu LELLT BEbOLE
SBubenu ULty peuit




We should never be defeated by any problems. We should become master of the situation and defeat the problems. I consider these two Thirukkurals characterize the indomitable spirit. Such a spirit is crucial to establish ýBrand Institutionsý, which can create value, add wealth and develop great human resources. My best wishes to all the participants for productive deliberations leading to decisions on strategies for enhanced value creation through human development.
May God bless you. 
照片一、
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參加全體大會
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參加討論會
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參加大會晚宴GALA DINNER

照片二、
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發現我國國旗倒懸。
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提出交涉，強烈要求更正！
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扶正後之國旗。
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