“Process Ethics and results. 

Management as building of future”

Bernardo Blejmar
Director; facilitator and consultant, different roles, different organizations, different times and one same and humble conclusion: there is no technology more important for the success of any social or educational project than ideas, acts and emotions. The three flow only from people and through words. 

“Develop the concept”, the Shakespeare character in “The tempest” states, so off we go.

At the beginning it was the sense.
Create a sense, define a direction, build a vision, all this implies incorporating two values in social organizations:

1) Concentrate, focus and align the energy of the collective group as we agree the route to be followed.

2) The possibility of evaluating the results of management because we have defined the major indicator: where we are heading to. 

There is no need to argue about the importance of defining goals in planning. Goals define, faced to the future, the scope of our actions. The proposal is to think about this same future from a different perspective. 

From the traditional point of view, future is one dimension, one time, something that is expected; which will arrive or towards which we “go”. From this position, the future is there, out and distant from the observer. (What does tomorrow hold for us?) 

An alternative vision, perhaps akin to Kant, would state that the future is now (a paradox of the present: the observer is part of the past and of that future). The future starts today and we are part of it. Everything that is carried out today will also be building future, any action, or inaction from any given community today will be designing the future of that community or organization.

The construction of a future is not an alternative, a choice of the subject, of the group or the community. It is a fact of life, we are constantly building future.

Some examples: 

· Team learning, development and training increases the possible futures of the organization. 

· Active saving and administration build resilience when facing any future crisis.
· Incorporating new technologies defines the capacities of future management. 

· Building alliances and defining networks increases the response capacity faced with the challenges of complexity. 

· Participation in real dialogues, searching for areas of agreement that may become another social contract allows the future framework of social participation to be drawn up.

The possibilities for construction also acknowledge a restriction: being part in the building of a future, here and now, does not mean having absolute control.

There are two other factors that build and condition future:

1. External variables. Arising from political-economical, socio-economical and human environments.    

2. The M factor, M for mystery. Regarding the first factor, we can only have influence upon what we carry out. The greater our competence the more potent our influence. 

There is nothing that can be done regarding the second factor. Only the awareness that there is something inexplicable depending on randomness, in every human and social event.

· First conclusion. The future is born out of the past, it restarts here and now. We are part of that future whether we want to or know about it. The difference lies in knowing and assuming our responsibility in its construction, at least in the portion that is attributable to us.

To take responsibility of the results of the scenarios to be changed: inequity, poverty, corruption, inefficiency, fragmentation, mediocrity. Also regarding the scenarios to be preserved: culture, values, bonds, identities. This is the challenge faced by community, educational and cultural activities: work towards change yet also preserve cultural transmission.

Vision, leadership are not solved nor simplified with change, as concealed marketing would try to make us believe, but rather mean the tension between the changes to be produced and the challenge of safeguarding, preserving, the richness in the diverse nature of the culture and identity of peoples and communities. 

Change and preserve, this is the challenge of the results of community and educational organizations. To move between roots and wings.
How - levers

Three levers for building the future for social organizations

a) The vision. 

The declaration of the vision is a linguistic construction where we define the future wished for (personal, organizational, community, national or planetary). It is the capacity of “that man that does not need to sleep in order to dream” (1), or the aspiration of the Porto Alegre Social Forum: “another world is possible”. 

The vision demands: 

1) A stimulating, significant challenge.

2) A communicable, transmittable message.

3) An appropriate timing. 

4) To include the subject of the promise. 

5) The explanation of its added value.

Yet the vision is not only a dream, it is also a promise. On announcing it publicly the responsibility of making it happen arises, and, if necessary, building consistent arguments that may explain the impossibility of achieving it. The vision is built out of personal points of view or from an offer of leadership. It is collectively prepared and stated by decision makers, without any pretension of universality. To make a vision known without formulating a promise nor making oneself responsible for fulfilling is an act of institutional cynicism whose cost will be incredulity and scepticism from the recipients. Unfortunately the cynicism, incredulity and scepticism also build the future     

b) The learning.

The second lever that shapes the future is what is learnt by the subject, team or organisation for doing tomorrow what is impossible to carry out today. 

We define learning (2) as: 

- Knowing: concepts, ideas, theories, data.  

- Know how: skills, tools. 

   - How to be: try to have recognition as a subject and a social player with a particular history and profile.

In these areas we try to have an impact using teaching techniques. In knowing, one juggles the building of an identity and the building of subjectivity. All knowledge expands power judgement.

c) Strategic Management.

The strategy chooses a road for narrowing the gap between the perception of reality and the required vision. Trial and error is the structural dynamic of strategic decision making.  

Management is the intervention process for making things happen in a certain manner (procedural ethics), based on ex ante and ex post processes. Management is set against results rather than objectives.
Good management is not validated with an explanation of why not, but rather in the benefits perceived by its audience. There are many explanations that spell out the “why it could not be done”, but more communications about “how it was possible” are needed. Only failure, the error admitted to by the subject, be this a person, group or organisation, may become a source of  learning and improvement.
The difficulty among certain sectors is that they mix up criticism, diagnosis and management. They prepare to find weaknesses and inconsistencies in others, avoiding the responsibility of managing power and dealing with its results. Management results careless and involves the emotions of the many interested parties, even reaching into the political arena. Theoretically, events and ideas can be accommodated in an orderly fashion, this being the rational synergy that can guide practices. In management, the territory always resists mapping. 

In the management of educational and community institutions reality is confronted in order to achieve results to attain the common good. However, this is not about getting results at any price. The way an organization is pushed forward conditions its results. 

Procedural ethics is the coherence between the ethical declarations of an organization and its recurrent operations. 

We can see the inconsistency in trying to build citizenship and democracy through authoritarian leadership. To work towards transparency and not to make known the origin and destination of one’s own funds. The human rights organizations who show a high degree of intolerance to those who are different. Social organizations that privilege their funding needs over and above the respect for their own mission. The perpetuation of institutional leaderships while more participation and democracy is asked for within the society can also be observed.

· Second Conclusion. Management is validated through the results and the processes through which they are reached.  

Results depend on the quality and competence of the human group and the organization. If the challenge is greater than capacity, results will be negative. In order to diminish the challenge, capacities must be increased. The challenge has to be tackled. How are capacities increased? Developing the competencies of the human group, stimulating their emotional state and developing our organizational practices and processes (technological, administrative, human relationships, etc.). Again, it is doing today for building tomorrow.

· Third conclusion. Three levers allow for the building of the desired future.
* Vision, as orientation for change and preservation.

* Learning, as the development of knowledge, know how and how to be.  

* Strategic management, as the choice of a path for objectives to be achieved in a certain manner applying procedural ethics.

What is opposed to the vision? 

Reality, or more precisely, perception of reality. Reality is not an external element to us. We are reality and we read it and interpret it from our own perception. There is a creative tension, a motivational gap between what we have and what we aspire to.

The Vision is a tension between feasibility and possibility. The requirement for leadership for social development will be the creation of conditions for “new possibles”. Building, helping to mobilise the intelligence and feelings of players, strengthening institutions, inclusiveness, as the required scenarios to be attained through management. 

A utopia? maybe. 

Eduardo Galeano wrote: 

“I walk a hundred steps and she walks a hundred steps away, I walk fifty and she walks away fifty, I walk 20 and she walks away 20. So, what is utopia for? For that, for keep on walking.”
PANNEL:  “The use of advanced management instruments in NGOs”

Bid-Amia meeting, San Martín Cultural Center. Buenos Aires, September 7th, 2004

(1) Vinicius de Moraes

(2) Leadership and Social Development Programme of the Kellogg Foundation.






























PAGE  
1
Bernardo Blejmar - PLDS – UFPE – UP - CIRMA


