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Abstract

Based on the medieval Indian literature, represented by the work of Saint Kabir, and contemporary international research, we identify a three-step sequential learning model for managing transformative organizations.  The model is contrasted with Lewin's change management model, which also emphasizes three stages: unfreezing, changing, and refreezing.  The model derived here is better aligned with the emerging market contexts, where the landscape is more turbulent and change is more drastic and continuous, making freezing approach nonviable and costly.  The three steps for sequential learning are, Learning to Discover, Learning to Develop, and Learning to Correct.  Specific implementation issues related to these three steps are highlighted to aid meaningful discussions on their implications for perpetual learning and sustained mission-relevance.

Introduction

The need for developing and adapting management models relevant and meaningful for local cultures is now well understood.  The cultures are products of the formative history, contemporary re-interpretations, and futuristic values, ideals, and opportunities.  As such, cultures are essentially dynamic entities.  Further, cultures can’t be understood in purely local terms, because the world is inter-connected and so the cultures in various parts of the world share several common features.  The discovery and development of culturally appropriate management models thus must take two-fold approach.  On the one hand, there is a need for the scholars to investigate the formative historical forces, so that appropriate interpretations linking those forces with the emergent values and opportunities could be forged and made available to the managers.  On the other hand, there is a need for the forums where the investigations of the scholars in different cultures of the world on specific themes can be brought together, for fostering a constructive dialogue and meaningful exchange.  Once the fundamental precepts of the globally effective and locally appropriate management models are understood by the managers, the final element for successful application, that entails field application, testing, and continuous improvement, can become a primal nature of the organizations.  

In this chapter, we investigate a key formative, historical, influence on the Indian work culture.  This influence is represented by the medieval Indian literature, which represents fusion of the pre-medieval Indian philosophy and turbulent medieval times.  The medieval writings carried their influence in the post-medieval and modern periods, through incorporation in the daily life of the people, as well as in the schools books, which are studied by children from all backgrounds and classes through the modern times.   We specifically focus on the work of Kabir, a prominent medieval scholar, and derive general implications and insights for the transformative organization in light of the current Indian context and international research.  

The Medieval literature in India can be classified into two periods: Formative and Popular.  The distinguishing feature of the Formative Period (950-1300 AD) was Heroic Poetry, which portrayed the heroism of the local kings and armies using verse-narratives (raso-kavyas).  The notable verse-narratives included Chand Bardai's Prithviraj Raso and Jagnik's Parmal Raso.  In addition, Jain poets like Swayambhu presented the Charit Kavyas, explicating the precepts of morality and nature. 

During the Popular Period (1300-1600 AD), the focus shifted to Bhakti Kavyas or devotional poetry.  The Knowledge (Saint) School focused on the role of knowledge, as opposed to ignorance, for social reform and service of the God.  Most notable of the Saint scholars were Kabir, Namadeva, and Guru Nanak.  In contrast, the Love (Sufi) School highlighted the role of love.  Some prominent Sufi scholars included Jayasi and Manjhan.  Further, Ideal Human (Rama) School propagated the values of Lord Rama.  The classic works here were of Tulsi Das, who composed Ramacharitamanasa and Gitavali.   On the other hand, Playful Deity (Krishna) School portrayed the life of Lord Krishna.  The most influential were Surdas (1483-1563) who composed Sur Sagar and Sur Saravali, and the renowned lady author Meera Bai (1499-1547) of Gitagovinda Ki Tika and Ragagovinda.

While the insights deriving from all the above schools of the medieval period are important in the modern Indian culture and society, the ones pertaining to the Knowledge School offer unique insights for Knowledge Management in organizations.  The key challenges in Knowledge Management include discovering the diverse tacit knowledge bundles, developing them into productive, organization-wide learning, and correcting the learning for sustaining competitive advantage – the process that we identify as integral to the transformative organizations.   The work of Saint Kabir (1399-1518), one of the greatest exponents of reform in the medieval India and a key figure in the medieval Knowledge School, should be of great relevance for the shapers of the transformative organizations.  

 Saint Kabir’s principal work, Kabir Granthavali, contains a distinct form of presentation using dohas or devotional couplets, whose dominant motif is the deep inter-relationship between social capital and spiritual capital.   Kabir used easy to follow and highly appealing examples to spread his message for the managers and the masses alike, and his works are widely taught and referred to in modern India.

Kabir, born to a Hindu widow and abandoned at birth, was brought up in the house of a Muslim weaver, in a village in Uttar Pradesh State of India.  His life was marked by spiritual happiness and contentment. He possessed a straightforwardly frank nature, as he openly challenged the dogmas of the powerful sections of the society.

The 15th century India was a society suffering from dogmatism. The religion had lost its true meaning and became a tool in the hands of powerful people, who exploited it for their self-interest.  The system and pattern of education encouraged only book-knowledge, with little practical every-day use in life of masses. Further, the dogmatic religious procedures, practices and restrictions resulted in the inter-community rift, made only worse by the arrival of Arabs and mass propagation of Islam and its various schools. People followed all kinds of superstitions and blindly performed rituals without realizing the aim, reality and the truth of their actions.

In this context, Kabir emerged as a staunch critic of the then existing social order. He made a strong plea for Hindu-Muslim unity, and suggested how for the followers of both religions the same set of knowledge and life philosophy is relevant.  His mission was to preach a mission of love and devotion which could be followed by the masses and thus unite all sections of the society. He believed in the real spiritual welfare of the individual and upheld the fundamental unity and inter-connectedness of all humans. He was opposed to all kinds of discrimination, whether on the basis of castes, religion, race, family or wealth. His sympathies were decidedly with the poor man with whom he identified himself. Instead of focusing on social reformation generally, he addressed the issue of transforming the individual and the guiding power of true leaders or gurus, and thus contributed to a transformative and long-lasting change in the social practices.

It is this focus on the transformation of individual motivation to that of devotion and love for pursuing the path of knowledge, and realization of one’s mission, that makes Kabir relevant for both Knowledge as well as Values Management in the modern organizations.  Both individuals as well as the leaders are essential building blocks of an organization, and a catholic approach as given by Kabir can create a climate of trust and development in the organization. The purity of character and conduct in one’s life is very pertinent for the modern organizations, who are facing a crises of confidence, as is evidenced first by the burst of the Japanese bubble, followed by the burst of Internet bubble in the US, and more recently by an apparent and blatant culture of corruption at Enron and its key political, partner, advisory, and accounting constituencies.  

Transformative organizations are thoroughly grounded in the change management, and are attuned to constant discovery. They exhibit a higher-order alertness by using the inter-personal and inter-group differences as opportunities for cultural exchange, individual and group learning, and growth in knowledge and value-addition.  The couplets of Kabir are an epitome of a fundamental transformation in the attitude and motivations of the individuals, thus forming foundations for sustained, transformative change in the organization. 

In today's fast changing business environment, flexibility of an organization to adjust itself as per the demands of the changing environment is an essential prerequisite for the 'sustainable' growth.  Attitudinal and Motivational Learning as a key to such transformative organization is a core message that comes from our analysis. 

Several models for the analysis of change are available, most prominent being one by Lewin (1945) that specifies three steps of "unfreezing-changing-refreezing". Unfreezing refers to creating need for change and reducing resistance to change.  Changing calls for motivating people to adopt the change, which is moving from the old to new practices and behaviors.  Finally, Refreezing is stabilizing and integrating the change with the existing practices and organizational behavior.  A crucial limitation of Lewin’s model is an assumption that change is something that is rare and occasional, rather than something that is continuous and discovery-driven.  Another assumption is that change always represents positive learning, and there cannot be an error of judgment in change decisions.  So, if the change agent unfreezes a productive behavior and refreezes an unproductive one, then the costs of changing back become very high, and such reversal may not even be possible if the change was marketed and frozen very strongly.  In turbulent times, the freezing of substituted change could actually be counter-productive, because the change may have only short-term relevance as a standalone behavior. 

In contrast to Lewin’s change model, Kabir’s change management approach calls for an appreciation that the diverse practices are relevant and have potential for contributing to the same mission.  Therefore, change does not necessarily require discarding the old, though it does require gaining an awareness and appreciation of how and when the old is indeed gold.   As such, it sets in motion a process of discovery and learning the new to make gold even when those conditions are not met, or to make a better quality gold through integration of the two approaches if a fusion is feasible.  The change in Kabir’s approach is as much leadership oriented, as it is individual-specific.  The leadership plays an important role in carrying conviction that the beliefs, practices, and knowledge of other religions and groups have some value for accomplishing one’s mission, and in highlighting certain limitations of the beliefs, practices and knowledge of one’s own religion and group.  The individual is challenged to go beyond the current beliefs, practices and knowledge, so that the mission could be accomplished effectively and on a sustained basis.  By highlighting that those specific beliefs, practices and knowledge that are (and are not) productive for the fundamental goals of love and devotion, Kabir rather forcefully strived for an essential and positive transformation in the mindset of people – free from any dogma.  Thus, Kabir did not propound the tenets of Hinduism or of Islam, but sought to encourage people to discover their own true motivations and then to manage knowledge and values in a way that supports inter-personal and inter-community love, and helps the development of the individual, the group, and the nation.  Only such collective self-discovery could allow the change to be sustained and to have a transformative influence on the organization, rather than letting change to become frozen into a potentially detrimental and degenerative force. 

In order to highlight the relevance of Kabir for the transformative knowledge and values management, we use Lewin’s model as a basis and show how Kabir offers an alternative view of the three phases included in Lewin’s model.  To facilitate discussion, the relevant couplets of Kabir are reproduced in their original Hindi form followed by their transliteration in Roman, and then English translation and analysis of the same.

STEP-I – Learning to Discover

According to Lewin, the first stage in change management is to unlearn what has been learnt earlier, i.e. to unfreeze one’s learning.  Lewin’s approach is based on the presumption that human beings have a limited capacity for memory, and that learning calls for use of this scarce capacity, and therefore new learning can occur only if the earlier learning is obliterated. Such an approach has several limitations.  First, there is limited evidence to support that human beings are like computers with memory storage space constraints.  Second, human learning is not like a cloth than can be thrown away at will or which can be discarded.  Human learning influences the fundamental attitudes of people, and has a formative effect on their skills and behavior.  Third, the new learning opportunity does not imply that the prior learning is of little use.  Indeed, if everyone just forgets the prior learning and becomes an expert in just new learning, then there would be little diversity of knowledge among different people, and the value-added by each person would lack uniqueness and would be very limited.  Fourth, the cost and effort devoted to obliterate the earlier learning can better be invested for further enriching the new knowledge, and fostering the use and acceptance of new knowledge among people having diverse approaches.   Fifth, no change ever requires 180 degrees shift in one’s values, practices, and behaviors, but instead can draw synergies from and build upon the prior values, practices, and behaviors.  Therefore, instead of unlearning, the focus of the first phase of change management must shift towards ‘learning to discover’.

Kabir realized that the knowledge of different groups of people represents new knowledge for the other groups.  Recognition of mutual knowledge may be promoted by reducing one's own ego, so that one could accept scope for further improvement and learning in one’s group.   Kabir insisted on detachment as a mode of 'learning to discover'.  He treated the concept with the simile that if a person has been bonded by the shackles, he would not be able to move and discover new knowledge. The detachment referred to the process of untying the shackles, so that new knowledge could be discovered.  If no new knowledge was being discovered, it implied that the person is in effect tied to the shackles – the shackles of ignorance and dogma.   Kabir thus sought to foster a realization that the methodology, way of life, traditions and religious perspective, as adopted by them could be enriched through further discoveries; without which they could never reach their destination, even if that destination is spiritual as being closer to God, hence they must develop detachment from these practices.

In a similar vein, the transformative organization calls for the leadership to help employees realize how their existing practices, ways, behaviors, values, and interventions are adding only partial value.  Then full potential could be realized through appreciation of the additional learning opportunities offered by the cultural and knowledge exchange.  It is this learning to manage diversities of knowledge and cultures, which would help the employees to tap the developmental opportunities and sustain change management. 

Several of Kabir’s couplets highlight the precept of detachment for learning to discover.  The core thrust of these couplets is on being humble and non-egoistic, so that the areas of improvement can be accepted and appreciated.   To drive home the point that discovery of additional learning is valuable for all, and that this discovery is feasible through cultural and knowledge exchange, Kabir emphasized the dynamism of the environment around that maintains an ecological balance through a continuous exchange among the various elements of nature.  In addition, he addressed the limitations of the prevailing practices in realization of one’s goals, and called upon detachment from a blind faith in these practices and discovery of the alternatives that could offer a new meaning to these practices.

Humility and Learning to Discover

According to Kabir, ego is a major impediment for learning new things.  Once the ego is shed and a local mindset challenged, a person would discover immense opportunities for learning all around the global landscape.  It is critical to realize this opportunity for discovery and learning, because the life has a limited span for accomplishing all this learning.  If a person fails to discover new learning for enhancing one’s effectiveness, then that person would be a loser and might fail to realize dreams, missions and goals.  Therefore, the person should recognize the knowledge potential of the world, and seek to continuously improve one’s learning.  Kabir highlights that this social and spiritual learning is similar to recognizing that for salvation and becoming closer to God, the ego must be shed and supremacy of God must be accepted.  The people following dogmatic religious rituals portray high headedness and egoism, which actually puts them further away from the goal of salvation in both social as well as spiritual domains.  He sought to encourage people to pursue the right practice through mutual love, respect, trust, and learning.  Thus, Kabir notes:

;k nqfu;k esa vkbZ ds] NkfM nbZ rw ,SaB |

ysuk gS lks ysb ys] mBh tkr gS iSaB || 1 ||
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Having come to the market of this world, you should shed off your egos, and pick up fast all good things (is good thoughts, good actions, and good words) whatever you can from the market of your life, as the market would soon get closed.

In the organizational context, if the employees have to grow, then they must be prepared for continuous learning. One would be able to learn by keeping an open mind towards acceptance of new approaches and not just having blind and frozen bonds to one’s own prior learning.  But if ego were attached to the prior learning, it would contribute to a status quo and rejection of the diverse knowledge, and thus allow others to take a lead and put the person into a disadvantaged position.  So ego bound behavior, particularly in decision-making, learning and training should be given up, as it makes a person resistant to the discovery of learning and exchange-led change.

In order to improve continuously, it is imperative for both the individual team member and the leader to identify areas where the egoistic tendencies are hampering the development of the individual team members. Poor performance is one potent indicator of this egoistic tendency, or the tendency of being closed minded and not open to discovery and learning in the global market.  By identifying and highlighting the domains of poor performance and ineffectiveness, the firms can encourage people and groups to broaden their zone of acceptance, discovery and learning. 

Kabir highlights that to extract most from the market of one’s life, it is critical to first suspend the boundaries between the self and the others, so that the knowledge of the others is not seen with suspicion, but is granted due recognition as an option for discovery and learning.  At the same time, the suspended boundaries offer an opportunity to discover the fullest value of one’s own prior learning by exchanging it with the others for use in their respective goals and accomplishments.  Kabir notes:

eSa rsjh rw tkfu djkS] esjh ewy fcuklh | 

esjh ix dk iSxMk] esjh xj dh QWaklh || 2 ||
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You should come out of the labyrinth of "I" and "mine", as it is the root cause of self-destruction; it is the shackle in the feet and the noose around the neck.

This couplet has relevance for enhancing perspective taking, inter-connectedness, social and spiritual capital, mutual trust and respect, and brotherly attitude, for it makes the futility of a selfish attitude very explicit.  If one discriminates and distances oneself from the others, then the opportunity for discovery as well as exchange is lost, and therefore two-fold destruction happens.  First, the person fails to benefit from the knowledge of the others, and is thus left unmoving as if there are shackles in the feet.  Second, the person loses the option of gains from exchange, and therefore can’t generate higher value-added and is just like a person with the noose around the neck, who must remain (un)satisfied with what one has and can’t accomplish one’s true dreams and goals.  Self-growth should be the aim of the individual, but self-growth can’t occur if others are not invited to participate in the process.  

In the organization if the employees or the management take up an attitude of 'us versus them,' then each would avoid entering into a dialogue and exchanging suggestions and ideas, and instead would act in a domineering manner trying to enforce one’s own view on the other.  Thus, while each party would try to win at the cost of other, in effect the value-added by the organization would be a loser and no party would be able to realize its goals and true accomplishments.  The precepts of humility and inter-connectedness are critical for not just learning, but also for conflict management, training, and other aspects of workforce management. 

Exchange and Learning to Discover

According to Argyris, learning is a process of reaching maturity from the infant stage, and is comprised of seven components. These are the – (1) From infant passivity towards adult activity; (2) From dependence towards relative independence; (3) From limited behaviors to many different behaviors; (4) From erratic, shallow, brief interest to more stable, deeper interests; (5) From short-time perspective to longer time perspective; (6) From a subordinate social position to an equal or super-ordinate social position and (7) From lack of awareness to self-awareness and self-control.  While these seven components reflect maturity of learning, they may also impede further learning.  An infant is in a constant state of discovery, and this discovery is sustained and fueled by a passive, dependent, limited, brief, short-term, subordinate, and awareness-free curiosity in the surrounding environment, which allows the infant to rapidly learn from variety of people about variety of things.   The adults with mature learning can enjoy the learning advantages of an infant through a priority on similar open-minded discovery.

Kabir illustrates the behavior of the infants, using a simile, where he compares human life with the life of a flower, adults with the bloomed flowers, infants with the buds, God with the gardener, and garden with the earth. He says that when the bloomed flowers (i.e. adults) are picked up by the gardener (i.e. God) to serve their purpose going beyond the garden (i.e. earth), the buds (i.e. infants) gain awareness and look forward to take the initiative and be picked up next. Thus, as the adults conduct their spiritual and social roles, going beyond their own physical needs, the infants become aware of the immense possibilities that each adult represents, and gain confidence that the God has granted them the same potential to accomplish those diverse possibilities.  The infants then reach out to actualize their potential, and to be as outstanding as, if not more than, the adults they hold as their models. Thus, Kabir proposes:

ekyh vkor ns[k dS] dfy;u dgS iqdkfj  |

Qwyh Qwyh pqu ybZ] dy gekjh ckfj  || 3 ||
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On seeing the gardener enter the garden, the flower buds state aloud that all the bloomed flowers have been picked up and soon it would be their turn.

Here Kabir portrays the realizations of others as a basis for detachment from one's current state, and for recognizing those realizations as indicators of infancy of oneself in those respects, and hence commitment for learning to discover.  If the adults remain attached to their worldly associations and believe their learning to be an end-state, then it would be difficult for them to move towards their goals.  It is not the God but the death, decay, and degeneration that would pick them up - a result that no infant would like to emulate.

In the organizational context if the employees want to grow, then they would have to constantly set new role models, and discover new possibilities for channeling their Thought, Perception and Attitude; else they are liable to prove the Peter’s Principle of Incompetence as true.  For example, the workers can model the behaviors and values of a manager they find as successful, and having discovered valuable learning opportunities can then seek to learn from their co-workers as well as from their juniors about relevant skills and behaviors.  Only then would they develop their fitness and capability to be promoted to the level of manager, and to go beyond the current management realizations for an extra impact in tune with the more competitive times.  Similarly, if the managers do not promote and encourage such diverse role model learning by their workers, the firm would remain frozen in the historical time after an initial process of formation, and could adapt to the environment only through a costly process of punctuated equilibrium. 

Kabir suggests that the role models must be identified based on their evident relevance, rather than on the basis of ideal dogmas and unsubstantiated notions.  He asserts that the opportunities for discovering relevant learning are pervasive all around, but people overlook them because of the misguided influence of dysfunctional rituals.  As a result, people are unable to appreciate their own true potential, and unable to develop all their capabilities and accomplishment possibilities.  He posits: 

gS eu bruk ckojk] ikFkj iwtu tk;  |

?kj dh pkdh dksbZ u iwts] tkdk ihlk [kk;  || 4 ||
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It is the madness of the mind that it worships the stone-idol of God, but not the grinding stone of the house, which is functionally so useful.

Frequently, the people put greater emphasis on things they understand little and seek to model roles that are not visible to them.   As a result, umpteen roles around them, that are possibly too easy to understand, are never really understood.  However, it is discovering Newtonian Gravity based on a natural falling of apple from the tree that represents the true learning.   Without an infant-like sense of discovery the organizations on the course of disaster must look at an external change agent to recover the lost learning opportunity.  How the Japanese firms used the Quality Circles backed by Job Rotation to transform from Zeroes to Heroes of Quality is a case in point on the potential for workforce learning through mutual exchange.  

Detachment and Learning to Discover

Kabir's work suggests that the organization as well as the individuals within the organization must not blindly adopt the dysfunctional practices and hope that the external resources would solve their troubles.  Instead, they must concentrate upon developing full functional relevance and value of their internal capabilities.  Kabir relates the folly of investing time and efforts in dysfunctional practices, when the same time and effort could have a more functional value.  He retorts:

dslksa dgk fcxfM;k] tks eqWaMs lkS ckj   |

eu dks dkgs u eWawfM;s] theS fo"k; fodkj  || 5 ||
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What wrong have the hair done that they are shaved off so many times, why not clean the mind that (nurtures) the ill thoughts.

In India offering of hair is a ritual that signifies a very big sacrifice. This sacrifice is usually made with an expectation to gain something in return from the God.  Kabir questions the need for ritualistically repeating this sacrifice, when the negative thoughts make its acceptance by the God quite unlikely.  If one has to truly build the spiritual capital, it is critical to have purity of thoughts and have a positive orientation.  Without a constructive morality and motivation, the sacrifices can become dysfunctional and frozen as the ritualistic practices that generate little value.   

In the organization too, several policies, procedures and rules are taken for granted and become routine, for they are believed and expected to return positive desired outcomes with little and superficial efforts.  Such superficial routines only generate superficial outcomes, rather than economizing on the memory of people and organizations.  They make people more and more dependent on the context and history, and limit their capability to discover new possibilities around them on a continuous basis.  Routine procedures and rules impede learning, generate red tape, inefficiency and provide free hand for corruption. The government organizations that rely most on these routines are a glaring illustration of their ineffectiveness.  So, if the government and the leaders seek value-addition and welfare of people, this dysfunctional methodology must be given up. Normally the firms find that systems and procedures lose their relevance over a long run, if not changed with time, and then they attempt unfreezing of those old systems and procedures for survival.  Such a reactive approach must give way to a transformative approach, where the people learn about why specifics systems and procedures are believed to be functional, and are free to discover if alternative systems and procedures could help improve this functionality. 

STEP-II Learning to Develop

The learning to discover detaches people and organizations, and removes their bonds and their shackles to prior knowledge.  It revives the memory about why the practices and systems were first adopted in the organization, a memory that had been lost and forgotten.  Once the people discover the true meaning and value of the prior knowledge, then they are in a position to move quickly to develop the knowledge further by adopting alternative practices.   The alternative practices need not necessarily be "better" or "worse" - the selection criteria instead must be if those practices could generate an incremental value if used in complement with the prior knowledge.  Each alternative practice may be used jointly in the same domain, or differentiated applications of these alternatives could be developed for varying domains.  The learning to develop becomes feasible if the people have clarity of mission, so that it is not the practice but the value the practices can bring for accomplishing the mission that guides the selection.  The learning to develop does not negate the need for learning to discover - in fact the people now must move to a higher-order learning to discover.  The requisite discovery is not just about the alternative practices, but also about the value of prior and alternative practices for different realizations.  Scientific knowledge of the comparative values and applications becomes the foundation of an effective art of managing the development process and value-addition.   The role of the leaders is to help the workforce learn how to develop this scientific knowledge, so that the workforce can select the appropriate path for materializing the vision.  

Kabir's work highlights that it is futile to focus on "change" for “managing change”.  Change implies that the prior knowledge is lost and forgotten, which can prove quite costly and also limit the ability of the firms to fully benefit from their learning potential.  Learning to develop is more effective for managing change, especially where the market is becoming heterogeneous.  Japanese firms, for instance, maintained their prior knowledge of simple, lower-cost products, and traded that knowledge to service the emerging markets, while also developing learning about better quality, technologically sophisticated products.  Importantly, the knowledge in the two domains was not distinct and separated, but generated substantial opportunities for spillovers, such as through the use of low-cost machine tools for making more luxurious European-substitute products at costs comparable to the mass-produced American products.  

Kabir's work highlights the self-fructifying properties of the learning to develop (couplets 1-3).  It also underlines the self-generating nature of such learning, once backed by a sense of spiritual and social commitment (couplets 4-8).  Finally, the self-destructive effects in absence of such learning are also emphasized (couplets 9-11).  

Self-fructification with Learning to Develop

Kabir emphasizes the self-related elements of the learning to develop using personal exemplification.  While one can help others discover the opportunities for learning, further development of this learning is necessarily a personal and individual-specific experience.  For the learning to develop, the person gains awareness of how various elements of knowledge can be put together for generating higher value in the regular as well as once-in-a-lifetime domains.  This learning can't be taught as clearly as the learning to discover, because development is perfected only through constant and rigorous effort and practice.  Learning to develop has to be reinforced through a proper evaluation of the self, whereby all negative thoughts generated on account of the inadequacy of the prior knowledge are obliterated from the mind.  There is enhanced transparency of action and its relationship with the specific knowledge bases deployed for fructifying the outcomes.  In Kabir's view, the process of self-purification is self-rewarding, because then God Himself follows the enlightened soul:

dchj eu fueZy Hk;k] tSlk xaxk uhj  |

rc ikaNh yx gfj fQjS] dgr dchj dchj  || 1 ||
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Kabir suggests that if my heart becomes pure like the water of River Ganges, then instead of me searching the God, it would be the God who would follow me.

The purification in an organizational context calls for gaining an understanding of the relevance of each diverse practice, so that these practices can be used effectively.  The profitability, productivity, service, trust, loyalty, and competitive advantage would happen automatically, and would not require the firm to make any other extra effort (such as tension, stress, conflict, incentives, downsizing and restructuring) for fixing the problems.  In the process of developing transparent working in the organization, the unique values that each employee can bring to the organization become evident, so that there is little to gain by losing this asset.  Put differently, as each employee learns to develop, the organizational practices no longer remain supreme.  The new as well as tenured workforce is equally placed for adding value to the organization, and can be effective in any domain whether that requires prior knowledge of the organization or the newly discovered insights.  As Kabir notes,

izHkqrk dks lc dksbZ HktS] izHkq dks HktS u dksbZ  |

dg dchj tks izHkq dks HktS] rks izHkqrk psjh gks; || 2 ||
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Everyone desire for the supremacy, but does not remember the supreme authority (i.e. God). Those who devote themselves to the supreme God, the supremacy become slave to them.

As the people learn to develop, they are inclined to develop degenerative desires for gaining acceptance as supreme.  Alternatively, people would like to be called as masters, who are accepted and respected as such by the others, and who are given supreme command and control in the organization. If the employees begin demanding that others accept each one of them as CEO, the organization would not be able to accomplish its goals.  On the other hand, if the employees are devoted to the CEO, then they can accomplish unexpected and unfathomable milestones, and be automatically recognized, respected, trusted, and appreciated as supreme. 

Further, being devoted to the spiritual, social, and organizational leaders does not imply that one has to accept the supremacy of those leaders.  Indeed, if both the devotion and leadership is well developed, then it is the committed employee who gains the supremacy through promotion and rewards, rather than being subjected to the whims and authority of the leaders.  The devotion and commitment curtails the ego, and supports a constant appraisal of how one can learn to develop into the leadership position.  This learning generates mastery of one's knowledge, so that the employee is able and willing to apply it not only for own use but also to share and exchange it with others. 

In the organizational context, an indiscriminate use of positional authority, in an attempt to prove one's supremacy, results into a loss of face, reputation, and confidence sooner or later.  On the other hand relentless efforts to share the learning that brought one to the current position and its exchange with the learning that helped others develop, generate continuous improvement in one’s knowledge and endow the power of knowledge.  Promotion and rewards then result automatically, as the value is added effortlessly.  To drive home this perspective, Kabir observes:

dchj gfj ds ukolwa] izhfr djS bd rkj  |

rkS eq[k rS eksrh >MS-] ghjs var u ikj || 3 ||
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Kabir says that any person who has undivided devotion to the God, when he speaks, his speech is very soothing to others, and valuable (being rare), as if pearls and diamonds are dropping out.

It is a common saying that the pen is more powerful that the sword.  But few appreciate the meaning and implication of this saying.  An employee who is devoted to the spiritual, social and organizational leadership, as opposed to the supremacy of that leadership, tends to also be devoted to all the developmental activities that underline the leadership behavior.   Kabir notes that there are few people who are totally dedicated to the cause of developmental activities and developmental leadership, and when these people interact with the others, they bring tremendous constructive, positive and meaningful energy to fore.  This energy is immensely valuable for the other people, and helps them develop new learning and insights, and is therefore much valued, thus acting as a self-reward. Kabir refers to it as a precious wealth, which is infinite and possessed for an indefinite period by the employees who share their developmental energy.  While the motivation through financial incentive proves costly for the organization, and the managers must always be circumspect in trying to motivate too much (for it would cost a lot), the learning to develop itself motivates the value of exchange and joint value creation.  Thus, Kabir shows a peculiar insight into the problem of establishing link between the organizational objectives and the individual objectives.

Self-Generation of Learning to Develop

Total dedication, commitment, and loyalty of the employees can hardly be induced through the external incentives, whatever the cost.  Undivided devotion for the learning to develop is something that must be self-generated for fullest realization of the potential and success in work and life. Similarly, the link between personal learning to develop and exchange of this learning for collective development cannot be bought using incentives or brought from the market.   As the learning to develop begins self-fructifying, the employees realize the value of further development, and discover vast opportunities for developmental growth through inter-personal exchange.  Once they understand that coordination is a must to achieve further development of learning (as only by specialization and cooperation can people realize incremental value for the organization), they would strive to perform as a team.  In other words, with developmental learning, the employees discover the social, spiritual, and organizational leadership in themselves, rather than seeking it all around.  Kabir explicates the in-dwelling precept very eloquently in several couplets as below:

rsjk lkag rq> esa] T;wa iqgqiu esa ckl  |

dLrwjh dk e`x T;kas] fQj fQj <w<s ?kkl || 4 ||
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Just as there is fragrance in the flower, your God resides within you; but the confused mind like a deer traces the grass, without realizing that the sweet smell of musk is coming from its own body.

iqgqi ekWfg T;w ckl clr gS] eqdqV eWakfg tl Nkb |

rSls gh gfj clS] fujarj esjs ?kV ekWafg || 5 ||
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Just as there is fragrance in the flower and shimmer (of jewels) in the crown, there is god residing continuously within my body.

T;ksa uSuks esa iwryh] R;ksa ekfyd ?kV ekWagh |

ewj[k yksx u tkfugs] ckgj <w<u tkfg || 6 ||
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Just like the iris in the eyes, there resides God in you; but the fools do not understand this and search the god outside their own self.

Kabir emphasizes that the flowers have fragrance, and they do not need to search for the fragrance.   Similarly, the refraction is inseparable from the jewels and thus from the crown.   While deer also has Musk in its own body, still its mind is programmed to search for the source of smell all around.  Those who behave in such a programmatic fashion fail to use one's mental power and search for the God outside their own self.  In contrast, those who are aware of the God within would not waste energies in searching all around.  Similarly, once the workforce learns to develop, it understands that sky is the limit for its accomplishments, and that it is master of its own destiny and divinity.  It is futile to expect some outsider to coordinate, and to help realize the added value.  Instead, the employees themselves must assume the leadership role and become self-empowered to make fullest contributions and for realizing the mission of the organization.  There is no logic in their focusing only on more earthly and mundane goals, involving mindless repetitive tasks and wasteful and stressful activity, when they could move onto more value adding activities of sharing their power with the others.  Just like flowers gain divine force through sharing of their fragrance, and the crown jewels share their shimmering, the employees must also appreciate their inherent potential, and earn incremental value through sharing it with the whole landscape.  

Further explaining the benefits of developing the divine powers in oneself, Kabir declares:

dchjk lar lekt esa] Hkkjos Madk ekj |

xj gqbcs ge jke ds] gksbZ jke gekj || 7 ||
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Kabir declares it aloud in the society, “if we devote ourselves to the God, God too would reciprocate to become ours.”

If the organization is devoted to the trading of its core competencies and powers for true development of the divine potential in each member, then the potential of each member also becomes part of the organization's core competencies.   The developmental trading enhances the social capital of the firm, and strengths its networks of relationships and resources.   It allows the partners to develop their tacit knowledge, and to offer valuable components and services to the firm, and to have greater purchasing power for compensating the firm.  In these varied ways, the firm benefits from the divine potential of its networks, by being devoted to the development of this divine potential.  

The team spirit can be developed and utilized only when the employees are ready to help each other. Similarly, the collaboration can generate mutual developmental learning when the organizations are devoted to exchanging their discoveries, competencies, and services.   The mutual help and collaboration does not imply just accepting and praising the others and lauding their strengths.  Though one may believe that such pretentious goodness is indicative of a positive mental attitude, there is nothing far from reality.  Towards this end, Kabir asserts:

lkWap cjkcj ri ugha] >wB cjkcj iki |

tkds fgjns lkWap gS] rkds fgjns vki || 8 ||
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There is no penance harder than speaking the truth and no sin worse than telling a lie, for the God stays in the heart of the truthful people.

The organizations can enjoy spiritual satisfaction and build spiritual capital by developing their discriminating faculties, and encouraging their employees to uncover the true capabilities and powers of various people and organizations around them.  To believe in one's supremacy is a lie and a sin because it impedes one's ability to share one's knowledge with the others, and to enjoy incremental value.   Similarly, holding others in absolute supremacy is also a lie, since it demoralizes oneself from benefiting from the expertise of others and developing further.  The organizational mistakes and waste, responsible for thwarting its sustainable growth and competitive advantage, can be obliterated, and the penance achieved, if the employees are aware of the immense spiritual and social capital that exists in everybody. Such Transformative Organizations can enhance the entrepreneurial leadership of each employee, and further their productivity, commitment, satisfaction, and achievements.  

Self-destruction without Learning to Develop

In absence of the developmental learning, the wasteful and counter-productive routines proliferate.   Kabir specifically cautions:

dfcjk ?kkl u fufn;s] tks ikoks rfy gks; |

mfM iMs tc vk[k esa] [kkjk nqgsyk gks; || 9 ||
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Kabir says don’t trample the grass beneath your feet, because if it happens to get into your eyes, it can cause harm to them.

Even a small peck of grass stick can be a major irritant if it enters the eyes.  The organizations must not behave like the dominant monopolies, as if they are more capable than is everybody else around them.  Even a small opening can allow the other organizations to develop substantial destructive power.   Therefore, the discriminating potential and knowledge of different organizations, even if they have limited power and presence in the market, must not be undermined or underestimated.  The assembly of the firm's networks should not be confined only to the most powerful, because it is the weakest entrepreneurs who bring about the downfall of the powerful and reach beyond the accomplishments of the powerful.  In the new economy, for instance, several entrepreneurs achieved heights of wealth creation and influence that were never achieved by even the most reputed, experienced, and established organizations, and these heights were reached in a very short time-period.  The incumbents suffered considerable erosion in their market positions and profitability, unless they were adaptive and open to learning and exchange with the new economy pioneers.  Kabir elaborates this further as follows:

djrk Fkk lks D;ksa fd;k] vc dkgs ifprk;s |

cksvk isM- ccwy dk] vke dgkWa ls [kk; || 10 ||
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There is no point in repenting for your wrong deeds now, why did you do it in the first place. If you sow a thorny tree of acacia, you cannot expect it to bear sweet fruits of mango.

This couplet brings out multiple insights for the transformative organizations. First, if an organization has historically failed to respect the potential of others, and has pursued a strategy that destroyed its spiritual capital, then there is no reason for it to find the scapegoats now.   When the organization was oriented towards establishing its own supremacy, then it could not be expected to discover the unique powers of other organizations, and to transform itself into a dynamic, new generation player.  Second, instead of wasting resources in trying to fix the prior oversights and mistakes, the organizations would do well to review its fundamental approach of dominance that impeded its ability to visualize and recognize the growth potential of the new generation. Finally, one must appreciate the Law of Causation - the effects are never one-sided, they reflect not just poor selections and decisions of individuals, but also limitations of perspectives and guiding principles used by the organizations and the institutions.  It is the latter that must be revolutionized for everlasting success, as opposed to trying to crucify the individuals for their dedicated efforts.   If the organization seeks to punish the individuals, then the individuals would only become self-protective and be reluctant to make their own discoveries for developmental learning.  The result would be self-destructive, and counter-productive practices would continue to be perpetuated for permanent failure and downward spiral in the organizational wealth creation.  Finally, Kabir also observes:

thor le>S thor cw>S] thor gh djks vkl |

thor dje dh Qkal u dkVh] eq;s eqfDr dh vkl || 11 ||
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People spend their entire life in understanding, exploring and expecting things in life, without ‘detached’ right action, and still they expect salvation after death.

The people who search the supremacy by living a life attached to the supremacy cannot expect true salvation. Similarly, the organizations that seek leadership by confining their benchmarks and relationships to only the cream of the market can never really understand what it takes to make the cream.  Only through networking with the emerging and underdog organizations that have to make efforts to realize the cream, the firms can gain true knowledge of the developmental learning, and not by remaining attached to the organizations that already have the cream.  A detached approach can help them learn both the developmental activities of the underdog entrepreneurs, and the new discoveries of the established incumbents.   

The detached approach allows the people to visualize the true spiritual meaning of their life, that is life as a journey that offers an opportunity to enjoy the multi-dimensional, vibrant colors of the nature all around.  If the people get emotionally or egoistically attached to any one color of the life, then they are unable to develop the fuller spiritual potential of their life.   Similarly, by being attached to the dominant positions, the organizations ignore the possibilities of the emergent new positions, and therefore are victimized by the gales of "creative destruction."  Therefore, even after making so many investments and with so many resources and dedicated efforts, the organizations are unable to generate and sustain their competitive advantage.  The self-destructive effects of the strategies that are bound to certain dogmas, that have no real spiritual meaning with reference to the organizational mission, are thus reflected in Kabir's denouncement.  Dogmatic attachment breeds only inactivity, ignorance, degeneration, decay and death.  Enlightened detachment, on the other hand, fosters an ability to enjoy multiple colors of life, and to learn variety of perspectives, for an effective sustainable work culture.  

STEP-III Learning to Correct
Once the organizations have learnt to discover and develop their knowledge, they must seek to further learn to correct their knowledge.  Only corrected knowledge is applicable to new domains and higher-order missions of life, because the prior knowledge has a context-dependent element that would be degenerative if applied to the alternative contexts.   Each culture, for instance, has unique emic, as well as universal, etic, dimensions.   Further, the cultures vary considerably on the etic dimensions, with some falling on one end, and the others on the other extreme and still others somewhere in the middle.  If the organizational practices and values are not corrected for this cultural knowledge, then they lose some of their spiritual meaning and relevance.  

In Lewin's model, once the organizational learning has been unfrozen and changed, the third step is to refreeze the changed organizational learning.  Such refreezing can, however, be counter-productive and degenerative if it is to be applied to diverse cultural contexts.   Also, the firms may become quite fearful and skeptical of their success in alternative cultural contexts, and apply substantial risk and uncertainty discounts when seeking investments into those contexts.  

In contrast, if the new organizational learning is integrated into the knowledge repertoire of the workforce, then the organization can develop a more discriminating faculty about the relevance of the alternative knowledge bundles for the different contexts, and can also gain confidence about accomplishing the corrective learning for newly emergent contexts.  Thus, the organizations can integrate new domains within their current domains, and effectively service both of them without disruptive restructuring.  

Once people have the enlightened perception and perspective, they can pursue and accomplish change by integrating it naturally in their current lifestyle, thus achieving continuously improved satisfaction and happiness.   Rather than rediscovering every time how to get back to where one was earlier, each change event takes them to the next milestone of their spiritual life.  

Kabir's couplets indicate the sequencing of the priorities for accomplishing the learning to correct.   The first step (couplets 1 and 2) entails experiential learning, so that the organizations can gain awareness of the distinctive features of the context, and so that they can develop adaptive knowledge for these distinctive features.  The second step (couple 3) involves referential learning, so that the organizations can compare their adaptations with those of the others, and develop a degree of sophistication and perfection.  The third step (couplet 4) is oriented towards institutional learning, wherein the organization exchanges and diffuses its knowledge to the others, so that they can also correct their behaviors and generate incremental value in the market.  

Learning to correct is not a ‘be-all and end-all’ of the organizational learning and change process.  A transformative organization must invest the compensation and benefits it receives from its knowledge exchange and diffusion process, and begin an enriched grassroots level first-order learning to discover all over again.  With a broader cultural learning, it would discover new meanings in its everyday working, and can interpret its historical routines in a new light for further development and correction.   Towards this end, the fourth step (couplet 5) aims at creating a transformative organization for dynamic, sustainable learning and competitive advantage.  Only through a revolution in their work culture, the firms could generate a continuous improvement in their practices and values, and accomplish the universal, spiritual culture and capital. 

Experiential Learning and Corrections

Experience is person-specific and is difficult for others to observe.   To develop experiential learning, it is critical to focus on its true foundations - the prior process of discovery and development that allowed the tacit, experiential learning to evolve.  Therefore, Kabir posits:

tkfr u iwNks lk/kq dh] iwN fyth, Kku |

eksy djks ryokj dk] iMh jgu nks E;ku || 1 ||
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Don’t ask the caste of the spiritual discoverers, instead ask how much knowledge they have, for you should value the sword and leave the sword-case.

The reputation of an organization is of little value.  The relevance is only of what meaningful knowledge the organization has about accomplishments in a given context.  If the organization is unable to realize and sustain its competitive advantage, then it implies that it is yet to learn the experiences relevant for fruitful actions.  Put differently, experiential learning can be fostered by crafting a performance-oriented culture in the organization, wherein the rewards are based on the corrections identified while applying the prior knowledge to new domains.  When the organizations reward just on the basis of learning of the prior knowledge, then they accomplish just that - i.e. learning of the prior knowledge, that is of diminished relevance in the new context.  When people are dedicated to learning the old, they hardly have any time and resources to learn the corrections to the old, and are not able to experience the uniqueness of the cultural milieu in which they are working.  Old discoveries and developments are a part of the organization, and are accessible as and when the need emerges, and therefore there is little sense in devoting most of one's time in learning about them.  Instead, the organizations should have some dedicated resources and facilitators who are in-charge of codifying the old discoveries and of recognizing the experts who further developed these discoveries.  Then, these can be used as a ready reference and resource by people all around the organization, as well as for value-added servicing of the external constituencies.    McKinsey, for instance, keeps a directory of knowledge experts, as well as knowledge documents, that can be searched and networked by anybody around the world, and can be consulted for quality, timely, and value-added servicing of any client. 

In addition to the prior discoveries and developments, experiential learning also builds upon the formative evaluation.  In this regard, Kabir extends the following: 

iksFkh if< if<- tx eqvk] iafMr Hk;k u dks; |

v<kbZ vk[kj izse dk] i<S lks iafMr gks; || 2 ||
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It is common in the world for people to have read the books and scriptures, but the ‘real learned’ are found rare, for only the one who understands the true spirit of love deserves to be called the ‘learned person’.

The corporate policies, instruction manuals, Intranets, Internet, patents, reports, and data are available to all, and most people in the field have knowledge about the contents of these.   Yet, there are only a few people who have a true awareness of the value of these resources and knowledge, and what corrective improvements they can bring for better performance in their current domains.  Similarly, there are only a few organizations that demonstrate effectiveness in using the resources and opportunities available in the market, and to gain a competitive advantage in spreading the love and happiness around the world through their need satisfaction services.   

Referential Learning and Corrections

Kabir suggests that if people and organizations are not aware of the formative value of the available resources and opportunities, then they must seek the experiential learning of those who are knowledgeable about them. One should always keep an open mind about the significance of resources and knowledge not being used currently, rather than discarding and discounting them without appreciating their true relevance.  Put differently, knowledge about resources and experts is incomplete and useless unless one knows the value of these resources and experts for the groups one seeks to serve. The social and spiritual capital can allow one to conduct a formative evaluation, whereby the relevant resources and experts can be networked for adding value to the project.  

The referential approach for learning to correct can provide a strong foundation for making the internal as well as the external markets more efficient, where the exchange of codified as well as tacit knowledge is well respected, sought, and executed on a continuous basis.  Instead of the vested interests, the self-interests become compatible with the group interests.   How does this happen?  People would trade the knowledge products and willingly compensate for the services of the others if they are confident that these knowledge resources can help add incremental value.  Thus, the working of each person brings greatest value for the other co-workers, as well as for the organization.   The seeds of opposition start when people feel that their interests are opposite, while hatred and severe antagonism sets in when people feel that their growth is dependent on the downfall of other people and groups. As opposed to the leader-enforced organizational interventions, a self-corrective approach allows the teamwork and a spirit of love and exchange to flourish on its own.  Kabir specifically notes:

dFkuh FkksFkh txr esa] djuh mRre lkj |

dg dchj djuh lqQy] mrjs eafty ikj || 3 ||
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Only speeches are no good, action is the essence of life. Kabir says that those who act successfully reach their destinations for sure.

The zest of mission accomplishment is the action. The organizations can enhance mutual understanding among various members through conversations and dialogues. Eventually, however, people must act on the learning from these conversations and dialogues, and make appropriate corrections in their approach.  If the learning is only one-way, then it implies that half the people have just voiced their views and knowledge, without acting upon the essence of the dialogue that there exists a two-way corrective opportunity.  For the positive climate of a two-way learning, the focus has to shift from the person to the institution.  The institutional learning can foster bilateral as well as multilateral exchange, and generate an all-round spiritual fulfillment.  

Institutional Learning and Corrections

The fundamental purpose of any institutional system is to motivate, facilitate, and extract the best from the organizations, people, and various resource and knowledge endowments.   Therefore, there must be mechanisms for continuously and relentlessly validating the functionality and the relevance of the institutional systems, and to correct their components if they are discovered to be dysfunctional.  For developing and managing the institutional systems, it is typical to have the specialized agencies in-charge of the governance system and of the institution building and enforcement.  Just as the mutual exchange aids learning and development at the micro-level, analysis of the micro-level outcomes helps correct the macro-level institutions for supporting the productive realizations, and for avoiding the unintended trajectories of downward spirals.  The goal of the governing agencies must not be a sheer enforcement of the institutional norms in the name of law.  Instead the mission should be to uphold the fundamental spirit of value generation, growth and development, and to investigate the institutional constraints that induce deviations from the norms.  The constraint analysis can help correct the gaps and imperfections in the institutions, and to discover corrective developments.   Kabir notes:

Qkxqu vkor nsf[k ds] cu :uk eu ekfg |
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With the advent of the spring, the forest meditated to itself that now the leaves at the top of the tree would turn yellow each day.

The learned people are knowledgeable about the full cycle of the environmental events and mass behavior.  If the institutional systems can motivate certain kind of positive, aesthetic behaviors (such as blossoming of the leaves), they can also undermine the sustainability of those behaviors (such as, by inducing yellowing of the leaves).  Further, the institutional systems that were designed when a specific phase of the environment was underway may become ineffective during the subsequent phase, and may not be able to perceive the opportunities inherent in the successive phases.  A system designed to meet the scarcity requirements in the pre-spring context requires adaptations and corrections for meeting the abundance requirements in the post-spring context. If the institutions do not help people manage the abundance in light of the future changes, the people would be shocked when the spring ends and the fruits they so cherish fade away.   Therefore, the learned people must correct the institutions, so that they foster behaviors that would bring everlasting and sustained spiritual fulfillment and value-addition.  Such corrective learning for the institutions has to be timely, and cannot wait for the problems to occur and for the organizations and people to recognize that the institutional rigidities were responsible for their prior mistakes and extravagances.  

The Transformative Organization and Perpetual Learning

By anticipating and preparing for the future developments, the governing agents behave as the entrepreneurial leaders (Gupta, Macmillan & Surie, 2002).  The entrepreneurial leaders paint the emergent scenarios for the future, and then set an institutional climate that allows the cast to discover new opportunities for creating wealth that remains meaningful in the new scenarios.  Scenario enactment does not imply losing sight of the ground realities - rather it implies a fusion of the current realities and the emergent, less visible, possibilities, so that the organization can develop itself beyond the current conditions.  Thus, entrepreneurial leadership helps to overcome the Law of Inertia and resistance to corrective learning.  It also generates a flexibility and dynamism that help people and the organization to absorb the shocks if the painted scenarios do not materialize, and to discover and develop new learning opportunities as the ground realities change in expected and unexpected ways.  Kabir aptly remarks:

ftl ejus FkS tx Mjs] lks esjs vkuan |
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The very thought of the “death”, that causes fear in the minds of other people fills me with happiness; in fact, I am anxious, as to when would I die and see the almighty, the absolute pleasure source.

The thought of failure, weaknesses, incompetence, erosion of profitability and competitive advantage, degeneration, decay, and death, makes people and organizations panic.   As a result, they are unable to take bold actions for the future, and instead they become highly conservative and resistance to change and development.  Also, most organizations overlook their weaknesses just because they wish to perpetuate an image of perfection and supremacy.  The result is similar to the classic case of Enron - which was endorsed by all as the star of the fusion of old and new economy in days and hours leading to its abject downfall and disrepute.  Many people lost the savings of their life and several partners and creditors suffered a blot on their own reputation and a pinch in their own purses.  A transformative organization, on the other hand, creates a culture where corrections are part and parcel of daily life, and discoveries and developmental learning are nurtured and are part of the organizational mission and people evaluation and reward systems.  Rather than waiting for the mistakes to happen, and then to overlook these mistakes in the name of a culture that promotes risk and accepts mistakes, the thrust of the transformative organization is to encourage learning that avoids failure and wastage in the emergent and diverse contexts, thus becoming proactive. As such, prior knowledge and value can be sustained and, in addition, incremental value can be generated through exchange of corrective learning with other members of the market.  With a transformative mind-set, the death need not be feared, because death just represents fulfillment of the purpose of life and accomplishment of the mission.  Such a death gives spiritual realization and bliss, whereby the people realize the primal, creative power within, and can develop new opportunities and organizations for further servicing of the community around them.

Thus, transformative organizations foster perpetual learning, a learning that people can use for diverse creative applications even after the organizational purpose has been fulfilled, and the organization has been disbanded.  Most organizations hardly, if ever, fulfill the promises and values for which they were established by their founders, and for which the other people joined them subsequently.   Their end is therefore painful, and brings displeasure and losses for all related to them.   In contrast, transformative organizations prepare the members and the community to meet any eventuality, and set forth the concrete milestones as their purpose, whose accomplishment can be timed and measured.  Once the original purpose is accomplished, the organization is ready to die with the happy consent of all the members.  This death has a great symbolic and spiritual meaning, and the fact that the organization fulfilled its earlier purpose can be a basis for entrusting it with a new, more influential and critical, purpose.   The original cast may decide to continue with the organization as it prepares itself for the new purpose, or could take rebirth by forming and joining other organizations that service other communities outside the targeted group of the transformative organization.  Thus, the transformative organization fosters perpetual learning, by keeping itself alive and relevant and mission as well as accomplishment oriented, rather than being attached to a single unfilled mission forever.   In addition, it fosters perpetual learning by helping the agents and the cast to become transformative in their own nature, so that they can fulfill their own mission of servicing diverse communities.  As a result, traumatic psychological and social effects of organizational divestitures, retrenchments, downsizing, and restructuring are mitigated, and the organizational change does not force undue and unexpected negative adjustments for various stakeholders.   Instead, change becomes a constructive force in everybody's life, and is accepted as natural rather than as exceptional.  

In summary, the vision of transformative approach inherent in Kabir's work, which itself drew upon the prior and contemporary medieval Indian literature and had a formative influence on the modern Indian literature, education, and lifestyle, carries deep insights for the management in emerging markets.  Lewin's model of change management through unfreezing, changing, and refreezing is likely to be less relevant for the emerging markets, because the amount of change needed is significant and the direction of change is itself undergoing dynamic transformation as the markets develop.  Only the highly developed organizations, operating in fully developed markets, would find Lewin's model as of prime relevance.  For these organizations the required learning and change would be quite infrequent, and would involve unfreezing of the organization, and then reformation for accomplishing new mission once the earlier mission has been accomplished. 

CONCLUSION

The couplets of Kabir are a rich source of wisdom, which have long existed and have diverse applicability. His precepts were originally aimed at individual’s reform in the emergent social setting when the pluralistic religious setting was taking shape in India, but today enable interpretations with tremendous significance and power for management in the emerging markets.  The relevance derives from the fact that the diverse possibilities enabled by the globalization and liberalization processes has recreated the learning and change management context so apparent in the medieval India.   

The transformative organizations do not imply a new form of organization - indeed there are several organizations around the world that fulfilled their original missions, and rediscovered new missions to make themselves relevant and competitive on a sustained basis.  Du Pont, IBM, and General Electric are just some examples of such organizations.  However, most organizations wait for the times to change, and their performance to fall, before they decide that their earlier mission is no longer relevant, or that their activities are no longer consistent with the true and fundamental foundations of their formative mission.  In other words, the organizations typically let time define their destiny, rather than shaping and defining their destiny on their own.  Thus, they become slaves of time and environment, rather than becoming masters of their own destiny and spirituality.  The need of the hour, especially in the emerging markets, is to take a time-bound approach, whereby specific sets of mission are set forth with respect to specific target groups, and then dedicated efforts are made to prepare the organization and its members to accomplish that mission.   The organization should make it clear that once the mission is accomplished, the members would be free to decide what they wish to do next.  Some members may decide to focus on other target groups, while others may seek to develop new services for the same target groups, and still others could have a completely new mission focused on some sub-groups that require special value-added services.  These diverse activities can be done within the umbrella and banner of the original organization, or alternatively separate specialized organizations could be formed to allow for the same free, creative, and independent spirit that characterized the original organization.  Of course, organizational membership or lack of membership need not imply that loss of connection among these diverse communities, with their own vision of the future and missions in life.  Still, it does imply that the original organization has outlived its original mission, and is cherished and trusted by the local as well as global community for making continued additional contributions.

The work of Kabir and other Indian scholars has considerable research potential.  The works of these scholars had formative influence on the contemporary social life and they continued to be revered and respected in the modern times.  The insights implicit in these works can be used to develop appropriate models for knowledge and change management, communication, leadership, self-development, team development, and other issues at the core of the organizational effectiveness. How to keep the work force motivated, active, agile and engaged in continuous learning, has been top priority of all business organizations. A lot can be learnt from the culturally tested and proven principles discovered by these writers, which helped the society to benefit from the diversity and to remain productive despite highly turbulent times of the yore. 

All categories of business organizations; whether small scale or large multinationals; whether pubic sector organizations or private sector organization; whether entrepreneurial organizations or corporate organization all have much to learn and imbibe from these precepts which are based on fundamentals of human behavior.  

Often, the public sector organizations undermine and discount learning, and instead focus on bureaucratic routines in the name of public welfare, backed by continuous investments and support from the public coffers.   The medieval Indian writings, as illustrated by the work of Kabir, denounce routine, corruption, and inactivity, and call for time-bound accomplishments of the responsibilities entrusted to them.  By becoming transformative organizations, the public sector undertakings can realize their mission of empowering each group in the society, irrespective of the income, cast, region, and religion, and thereafter remain alive in the hearts of people and communities who competently and effectively undertake those activities on their own.  

Similarly, in case of the entrepreneurial organizations, the entrepreneur who is the pivotal link for the growth of the organization has immense scope to learn from the transformative organization precepts. An entrepreneur is characterized by initiative and learning capacity, backed by discovery-driven planning and accomplishments. It is this person who is open to moving from one venture to another, as each preceding venture realizes its mission.  However, most entrepreneurs are willing to disband a venture if their attempt is unsuccessful, and then move to another mission, with little personal loss while creating significant losses and miseries for others who trusted their intuition and enthusiasm.  The transformative organizational approach, in contrast, calls for entrepreneurial leadership, wherein the purpose is to help the cast develop its own capabilities for creative and innovative action.  The entrepreneurial leadership mitigates the risk of failure, and puts people in a better position to compensate their own losses in case the target mission is found to be too optimistic to realize currently.   The investments each group makes into the entrepreneurial venture retain their value, and can be used for variety of different applications depending on the group-specific interests and missions. 

Just as Indian philosophy carries substantial insights for targeted interventions aimed to enhancing the pace and effectiveness of the organizational transformation, the works and literatures in other cultures of the world are also of relevance.  There is a need to study and learn from the works in other emerging markets, such as China and Latin America, as well as from the industrial markets, such as Japan, Europe, and North America, if the firms in India have to develop into globally relevant transformative organizations. 
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