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Editorial \

This is the sixth issue of SUSHASAN and CGS has constantly been in an effort to address issues and
concerns of good governance to a very diverse nonprofit sector estimated to be more than half a million in our
country. We are perhaps aware that in this number lie a vast majority that are small organizations that are in
direct contact with the poor and marginalized of our country and contributing to their development.

Many who join the sector are compelled to take up managerial responsibilities very early, often in supervisory or
leadership positions, with little formal training in nonprofit management or governance aspects of Law, Finance,
Administration and Public accountability. There isa question of awareness of what is expected publicly, morally
and financially and not practicing democratic principles has the potential for exploiting organizational assets for
personal gain. This leads to questions of credibility and persistent doubts on the motives of organizations and
the revelations of self-gain that are damaging. There is more and more restrictive state regulation, an
unfavorable funding environment and a questioning of legitimacy of the voice of NGOs in public forums

Therefore there is increasingly a compelling need for us in the sector to constantly improve our systems, practices
and policies, especially with those of us that are small. Whatever the size, one realizes the need for
professionalism and building competencies to continually improve our efficiency and effectiveness. Quite often
the word professionalism is misconstrued to be one of commercialization. Rather it is the need for a more
professional work culture that is not only about bringing or developing more competent people but also conceiving
and implementing systems, procedures and technology that are relevant for the organization and its activities.

In this issue we share views of those in the sector that engage and support small grassroots organizations and

helped set up systems of good governance practices and have been through a similar journey themselves and

how it has benefited them. We will also look at a perspective that the need for systems and practices varies
Qith organizations at different stages of their organizational life.
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Dear Readers,
SUSHASAN in this sixth issue continues to share with you valuable insights on NGO Governance and to increase
the outreach to a larger number of NGOs. Our readers have been sending us their feedback and a few are
contributing through a subscription. It is our desire that institutions / individuals contribute voluntarily for
SUSHASAN. While there is no limit to what one may contribute we request for an annual contribution of Rs.125/-
to continue to promote the understanding of governance in NGOs. You may send in your contribution through
Cheque / Demand Draft payable in the name of “Janvikas" to the below mentioned address. Also please feel free
to share the experiences, concerns and queries of your organization in dealing with governance related issues
through this newsletter at ngogovernance@gmail.com. Send us your letters, case studies, articles, news about
your important events, publications and achievements. We will do our best to include as much of your
contributions as possible.
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C-105, Royal Chinmay, Off Judges Bunglow At: Entrepreneurship Development Institute
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L Fax: 079-26857443 Tel: (079) 23969153; Fax: (079) 23969164 y
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Announcement: Capacity Building Programme on NGO Governance 2010

With the changing scenario in the development sector quite a few organizations are facing challenges of
fransparency and legitimacy due to lack of documentation and efficient organizational systems. More now than
ever before, the need and importance of Institutional systems are felt necessary by most vibrant organizations
today. For the various systems of the organization to function efficiently, they can be aligned by strengthening the
Governance of the organization that necessarily oversees alignment of the organization's purpose, action and
processes.

As an organization grows, the need to engage meaningfully with the Governing Board increases and it becomes
imperative that the Board receives accurate, timely and vital information to enable informed decisions in an
efficient and effective manner. We have been advocating for the role of a “Governance Officer” in NGOs in the
same way there are company secretaries in Companies. However, this is a role in the organization that anchors
the responsibility of governance and prepares the information system of the organization for the Board. A role
that could be performed by an administrative / finance person of an NGO either as part of existing responsibilities
or as an exclusive identity depending on the size and scope of the organization.

Bearing in mind this need the Centre for Governance Studies in Nonprofits A joint initiative of Janvikas and
Entrepreneurship Development Institute of India, ECONET and the Human and Institutional Development
Forum (HIDF) jointly announce the Capacity Building Programme on NGO Governance 2010.

Programme Objective: To help strengthen governance systems of the organization through building capacity of
nominated person/s from the organization and enable him / her to anchor the role of governance in the
organization with backstopping support if required

Eligible Organizations: NGOs must nominate one staff member who is minimum a graduate and is involved in
managing administrative / financial functions over the last 2 years in the organization.

Continued on last cover page
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NGOs at the grassroots and their
Governance issues

What do we mean by grassroots
organizations?

Small grassroot NGOs are those that
operate within local communities and in
limited local areas, very close to communi-
ties that they work with, or with population
groups that are difficult to reach. By small
| mean those with very few full time staff
and many associated as volunteers. The
financial turnover would normally not
exceed beyond 10 lakhs. Some grassroot
organizations do not have financial
turnover recorded in their books of
accounts.

What are the characteristics of
grassroots organizations?

One could broadly differentiate two
categories of NGOs, those that are
development based and those that are
Human Rights based. There are grass-
roots organizations under both these
categories.

The primary purpose of a develop-
ment based NGO is the design and
implementation of development-
related projects - large Government
poverty alleviation or education
projects, where they are engaged in
supervising, coordinating and
implementation of basic services be it
health, education, water and land
development while ensuring public
participation of alternative develop-
ment models or environmentally
sustainable ways of living, or
improving quality of services.

| The primary purpose of Human
Rights based NGOs is anchored in a
system of rights and corresponding
obligations established by law
national and international. This helps
to promote the sustainability of
development work, empowering
people themselves - especially the
most marginalized - to participate in
policy formulation and hold account-
able those who have aduty to act.

Typically grassroots organizations are
led and managed by one person with little
if not any staff and volunteers. There are
hardly any systems and structures that
one might find in larger organizations.
The requirements of governance in these
organizations are very simple. In several
small grassroots organizations the chief
functionary keeps all the documents with
him or her, signs the cheques, prepares
the vouchers, makes the payments and

An interview with Vijay Parmar, CEO/Trustee, Janvikas

gets the books of accounts prepared by an
external person who may also be the
statutory auditor. This leads to potential
misuse / mismanagement of funds and
also leads to mistrust among the staff,
donors and others.

There are hardly professional people
involved in its management and led by
those we may call para-professionals.
There is the need for professionals to
engage and improve management and this
need not necessarily mean formally
qualified but those with the necessary
govermance perspective. They may have a
vision yet the approach is short term. | know
of several grassroots NGOs who have
developed strategic plans and perspective
plans yet it is not only the perspective and
the strategy but also resources and the
capacity to manage the resources that helps
sustain an organization.

What is the need for grassroots
organizations?

The relevance and need for grassroots
organizations is probably more crucial in
the case of our country than any other.
There are several countries where citizens'
rights are guaranteed and ensured.
However, in our context there is a culture of
discrimination and non implementation of
basic rights such as for example obtaining
a job card, or a ration card. This is where
small rights based grassroots NGOs
perform a significant role to facilitate the
process of proper implementation through
various strategies and engage with
communities to change the mindsets and
behavior with regard to caste, gender and
religion based inequalities practiced in day
to day life. This can bring about real social
change which is about changing mindsets.
There is a genuine need to engage with
such organizations and there are many

that are not supported. It is only they who
can bring about change and it is better to
remain small.

Large organizations that are human
rights based have their limitations of
dealing with this directly either due to their
focus on their role as a support organiza-
tion or in their role of policy advocacy. The
question would then be that in adopting
such a strategy how cost effective are
they? Small organizations are members of
many networks. True networks come for
the cause and fight for it. However, over
time some of these networks have become
a vehicle for resource mobilization.

What are the issues of governance with
small grassroots organizations?

Governance related issues vary from
small to large organizations. With large
organizations the issues relate more to
policies at the level of the Board while with
grassroots organizations they relate to the
fact that they are single person organiza-
tions. Typically, one who wants to initiate
an NGO would bring in his / her friends and
family in the making of the governing body.
There are also those who have high profile
members lending their names as board
members and yet hardly even attend
meetings. Even if they do they lay far too
much trust on the chief functionary and
overlook the need for setting up systems
of checks and balances. The Board

Members leave so much to the decision of
the founder leader offering tremendous
scope and potential for exploiting
organizational assets for personal gain.
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| have witnessed a leader who
founded a grassroots organization
working for dalit upliftment. The Board of
the organization despite being well aware
about governance was so enamored by
the cause and passion espoused by the
leader that they placed a great deal of faith
on him and did not find the need to ensure
necessary systems of checks and
balances within the organization essential
for good governance. The chief function-
ary found himself not answerable to
anyone. Donors were so impressed with
the cause that they started giving large
grants without ensuring whether the
organization had the necessary systems
and capacity to manage it effectively. The
organization witnessed a series of
misdeeds. There were steadily reports of
alcohol bottles in the office premises,
incidents of sexual abuse and money
laundering. This finally led to the collapse
of the organization and this is not a lone
incident.

There is nothing wrong in grassroots
organizations managing larger grants but
they need to have the capacity and the
mindset. While small grassroots
organizations are able to manage small
amounts of finance the moment larger
amounts come there is the need to build
the capacity and introduce a system of
proper oversight. This is a crucial phase

for an organization.

Therefore, there is a need for
maintaining simple systems such as role
of book keeping, making payments, joint
signatories to operate bank accounts and
to keep all relevant project documents /
organizational documents not with chief
functionary but at a common place
accessible to staff and governing board
members on request. It is when the chief
functionary also acts as the accounts /
finance person that there is more
likelihood of misuse.

One also needs to understand that
when the Board asks tough questions it is
not out of a sense of mistrust but it is out of
an authority that they are collectively
responsible and liable to the public and
regulatory authorities and the Chief
functionary is only acting on behalf of
them. Therefore the Chief Functionary
must submit to the Board and must
provide whatever information is asked of
him/her and not feel hurt nor argue.

What is the role of donors in support-
ing grassroots organizations?

In the past donors supported the
cause of grassroots organizations sharing
the sense and commitment for the cause
and less accountability systems. Though
there are incidents of misuse of funds the
support for grassroots organizations
recently has been diminishing as it
becomes difficult for a donor to deal with
many grassroots organizations both
administratively and logistically and It is
difficult to gauge the impact at a larger
level with supporting many grassroots
organizations.  While there are some
donors that still continue supporting
grassroots initiatives, in most cases
donors are willing to support large support
organizations. This doesn't mean that
small grassroots organizations doing
meaningful work have no place anymore.
In fact the need is for small grassroots that
have simple yet credible governance
systems and follow a minimum level of
standards.

Donors have a significant role in
promoting good governance in grassroots
organizations such as - demanding for an
internal audit system, a system of
delegated authorized signatories,
documents that are accessible to all or a
committee that is empowered to look into
accountability issues. It is important that
donors must allocate a small percentage
of the grant for such costs.

What is Janvikas's approach in
supporting grassroots organizations?

Janvikas has always seen itself as an
organization that supports grassroots
initiatives for social change. Social
change is about changing mindsets,
changing unequal relationships and

concrete changes in the lives of the
disadvantaged, discriminated communi-
ties. Our experience of supporting
grassroots organizations is in the form of
fellowships and we begin by drafting a
terms of reference for the fellowships.
The principles of good governance
accountability, transparency and
democratic governance - are embedded
in these terms of reference. We have
learnt out of practice in the past and is part
of a culture building process. This is
reviewed and discussed regularly with the
grassroots partners and we also build
capacities of small grassroots organiza-
tions and the leadership to set up systems
of good governance practices.

Over a period of time
there is a conscious

effort of Janvikas to

link such credible
and passionate small
grassroots
with sensible
donors.

AHuman Rights activist for the past 25
years, Mr. Vijay Parmar began his work
with Behavioral Science Centre. Core
areas of his work have been social justice
and empowerment of marginalized
communities, especially Dalits, Adivasis,
OBCs, Muslims and Valmikis. He has vast
experience of initiating and strengthening
grass root organizations, savings & credit
cooperatives. He is the convenor of the
national Dalit movement like NCDHR. He
is the CEO of Janvikas
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Governance and Organizational

growth stages

An NGO's growth may be compared to
five distinct stages of a human lifecycle viz.,

1. Infancy 2. Adolescence
3. Maturity 4. Stagnancy
5. Defunct

Itis not necessary that they go through
each stage and the rate at which they pass
through each stage varies. A new stage in
life can happen by surprise rather than by
planning with a transition that may be
difficult but all NGOs must adapt and grow.

Infancy: An NGO is usually conceived
when one or more people see a need,
formulate an idea to address it, and decide
to form an organization to do the neces-
sary work. The founder or group of
founders is usually visionary, has a
passionate commitment to the mission,
and brings a high level of energy to initiate
the first simple programs. If there is a
single founder, this person usually
assembles a small group of enthusiastic
staff / volunteers who follow and encour-
age the founder. If more than one person
initiates the organization, they may serve
as the core of the board.

This is a phase where the annual
operating budget is small but grows. The
focus is on developing programmes,
Either replicate a program or start
something new in response to some
disturbing issue or concern. Board
members manage staff and largely
volunteers, handling all other duties
themselves and perform hands-on role in
oversight and management.

During this early period which could
last a few years an organization is
particularly vulnerable, so the leaders
need to be persistent, flexible, and resilient
to allow programs to take root and begin to
blossom. Then the organization grows.

Adolescence: This could occur
between the third and sixth year of an
organization's existence and entails
expansion of new programs, broader
outreach and more staff. Although age
and size can vary widely, With its annual
operating budget growing several-fold it
could experience instability when it does
not adequately anticipate the systems
required for supporting growth.

The role of the Board in such cases is to
Relinquish its operational role and
focus more on advice, oversight, and
long-term planning.

Undertake a formal self-assessment
process to be sure all board members
are clear about their roles and
responsibilities

Develop simple systems for collecting
and using data about programmatic
outcomes and incorporate all this
valuable information into a strategic
planning process.

Board and Chief Executive

Focus on meeting programmatic
goals served and quality of services
Monitor organization's progress and
relate it to developments in the outside
world that could influence its effective-
ness and viability

Maturity: A phase where programs are
established and well regarded among its
stakeholders with formalized operations
and systems with its executive and board
leadership capable of directing a complex
organization. Normally occurs after five or
six years of operations and when the
budget exceeds perhaps a crore, roles and
responsibilities are more clearly defined and
stable programs that begin to be evaluated.

The role of the Board in such cases is to
Reduce its operational role and focus
more on fiduciary responsibilities and
oversight of the chief executive
Expand, become more diverse and
specialized, and formalize its
structure.

Continually assess its own perfor-
mance and modify its composition,
roles, responsibilities, and structure to
stay effective

Stagnancy can occur at any stage,
from start-up through maturity. An NGO
may descend rapidly into this crisis or it
can take years. Thoughitis often possible
for even seriously ailing organizations to
renew themselves; but, it is a difficult,
sometimes unpleasant, and usually

Mr. Mohan Krishna, Team Leader, CGS

thankless job to accomplish. Funding
support, the demand for services and the
number of staff declines. Staff morale
suffers and key leaders and managers
leave the organization

The board must often begin the first
steps of recovery with itself and with
cooperation and support from the chief
executive as leadership is so often at fault.
Board leaders may want to retire some
disengaged veteran board members and
add new board members who function
well in adverse circumstances and
support the renewal effort. Board
development will need to be directed
towards bridging skill gaps, removing
unproductive members, and creating new
structures and processes to improve
decision-making and performance.

Defunct: When the NGO's programs
are widely considered to be ineffective
and its client base has declined signifi-
cantly. Although decline usually occurs
over a period of time, sometimes one
significant change, internal or external, is
all that is needed to send a troubled
organization into a swift downward spiral.
Some ofthe indicators are:

Loss of a compelling focus in mission
and inability to operate programs
effectively

The board takes little interest in the
problems of the organization and
demonstrating no will or ability to
initiate needed change.

The chief executive is incapable or
unwilling to take on the task of renewal
and the board can find no one to do the
job.

The organization's public reputation
has been damaged and seems
beyond repair.

Organizational development is an
organic, nonlinear flow, and an NGO can
go through dramatic changes forward or
back at any point in its lifecycle. Also,
different parts of your organization can be
in different phases at the same time. You
may have mature programmes but
adolescent funding. Organizations aren't
static and this helps you look at the bigger
picture. It's seeing where you are relative
to where you want to be. There are some
organizations who remain what they are
and that's fine. If you have reliable
indicators that say you are making good
progress toward your goal, then clearly
you are doing something right. You have to
keep checking that you are moving.

SUSHASAN April 2010
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Understanding where an organization falls in its cycle of development and how to build capacity along the way is an effort that must
be made. The wilder Nonprofit Life Stage Assessment Tool is a free online tool available at
: Idstone/lifi that helps determine what stage your organization is in the Nonprofit Life Cycle

and knowledge about this will help realize some of the challenges your organization is experiencing. We have here a copy of the tool
for your perusal.

_ |
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Statfing E1 E2
Products and Services | F1 |F2

Totals for each stage | Stage1 | Stage 2
30

Stage 3

G = Governance, L = Leadership, F = Finance, A = Administration
S = Staffing, P = Products/Services
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Setting up Systems for Good Governance

My transiton from a Programme
Director to the Chief Executive role
happened gradually and with help from the
Managing Trustee who was the immediate
person in charge. | have always
demonstrated an aptitude and a mindset
equally for non programmatic aspects such
as administration and other statutory
requirements of the organization.

Econet began as an NGO with more
issue based work and had fewer systems. it
was later that it evolved into well defined
programmatic units. When the need arose
to have someone in charge in the role of a
Chief Executive this was one of the key
reasons why | was offered the responsibility.
Therefore the driving force for a Chief
Executive that came naturally to me were
e The preparedness to look at

institutional administration and

governance issues with the skills to
match it

o Clarity in understanding statutory
requirements and

¢ The keenness to have systems in place
for this.

My initial learning regarding
governance began with a great deal of
observation and hands on experience of
the issues. While there were some areas
of the organization that were functioning
quite efficiently like documentation of
programmatic and financial information
what was lacking were policies. Along with
my fellow Programme Director | began
working on them and we identified about 16
different policy requirements. These were
drafted rather comprehensively and were
later presented to the Board for approval.
After drafting the initial set of policies we
encountered teething problems in
implementing them in the initial stages
which led to amendments with staff getting
involved in contribution to policy making
bringing the perspective of the user.

Let me take the simple example of
“using personal computers for office work”.
The issue that it raised was about repairs
and maintenance. Now this could happen
due to a host of reasons and something as
simple as frequent power cuts. This raised
the issue of damage leading to either repair
or replacement costs and who would bear
them. We started thinking of cost-benefit
assessment for the organization which
would save the organization the cost of
buying one desktop less and so on.

Anuja Krishna, Chief Executive, Econet

This experience made us as a group
get together and discuss issues threadbare
and draw out guidelines to help build
policies. Any time any problem arose and
gets repeated we would follow this process
and see as an organization how we will
address it. A clearly written policy helped
bring transparency in the organization
and helped avoid difficult situations.

Another example was about the
observance of days regarded important in
the voluntary sector such as Women's day,
Human Rights day, etc. We discussed how
we could develop this as a system within
the organization and utilize these days for
developing relevant skills and leaming
within the organization marking the
significance of the days and not make it
merely a symbolic exercise.

An example that comes to my mind
was in the context of frequent staff turnover
in the finance department. Every time a
new person was recruited | had to repeat
the orientation process to the new person
which was a time consuming exercise. This
led us towards developing a financial
manual which is in progress.

One more example was to do with the
objective of encouraging staff to build their
training capacities as we had a Human and
Institution Development orientation. The
system we developed was that whenever
we had to organize an internal meeting or
workshop we offered the opportunity to one
of the staff members in rotation to design
and conduct the day's proceedings with a
feedback given towards the end. With time
and patience there were great results.

Also developing policies and setting up
systems must be in sync with the spirit of
the organization and must be aligned with
the spirit of the organization depending on
the nature of the issue that the organization
works on such as Gender based, Rights
based, etc. that determines the nature of
the policy itself

As the Chief Executive initially my
attention was heavily focused on
governance functions and it took quite
some time to put systems in place while |
always used to think my work on
programmes was my mainstay. Again it is
not enough to develop a system unless
there is a consistent effort in
operationalizing it. Any new system will

have problems of being accepted and
unless there is enough support and the
environment provided for the change
people tend to revert back to older ways
as they are used to the old style. Once it
is operationalized and smoothly functioning
then people start realizing the benefits.
Once this was on track | could give more
time to the programmes.

Overall the effort improved the
efficiency of the organization and once the
basics were in place the staff started to
point out work growth and we moved
ahead. We started thinking of the
organization in more strategic terms. This
altered the time factor in a big way and
brought in new dimensions of work.

As a small organization an advantage
we had was the lack of a positional
hierarchy and the lack of an information
hierarchy that goes along with it. While
information hierarchy makes sense
sometimes the lack of it also helps bring in
more ideas and therefore instead of one
brain thinking there are more people
involved which helps build the sense of
ownership in developing systems and
policies. A regular internal review system
and taking feedback of reviews seriously
both from the board and staff contributed in
strengthening the systems.

Regular Board meetings bring about
Board members' feedback and perspective
on the drafted policies.

= Firstly, there is a plurality in decision
making that represents a larger and
more diverse set of perspectives from
different constituencies. Thus, this
tends to be seen as more fair by
providing “voice" or input from a greater
portion of the body for which the
decision is made. This also helps in
reviewing the changes and helps
utilization of the board meeting in an
effective manner. The entire
preparation and presentation for the
Board Meeting was also a rigor that
was guided by the Board. Once it is
clarified in a resource group one
doesn't need to wait till further
implications and it helps in adding to
the entire momentum.

=  Secondly, the Board also sees the
alignment of these systems to objects
of the trust, values and the mission of
the organization.

Anuja Krishna has been working with Econet since 1999 and has been serving as its Chief Executive since 2004. Econet was
formally registered as a trust in the year 1993 based in Pune. Econet is involved in Human and Institutional development and Legal
and Advocacy support and facilitates networks comprising of grassroots organizations involved with Tribal, Nomadic, Denotified
Tribes and other Backward Classes. Anuja has been involved in grass root initiatives with these communities through Human and

Institutional Development perspective.
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Writing Policy for the Nonprofit

Mr. Gagan Sethi, Chair person, Janvikas,

A written policy is regularly needed to deal with situations that arise in the life of an organization. Many difficult situations can be
avoided if an appropriate policy is already in place to serve as a reference for appropriate action, ethical decision making and
managing potential or actual conflicts. Simply speaking a policy is an operational guideline for an organization that expresses a
desired goal, explains a procedure, clarifies a principle or paraphrases a law.

To understand this better read the following recruitment policy of an NGO.

“The emphasis of ABC Trust's recruitment policy is to ensure a wide degree of diversity so as to ensure that people from a diverse
social and economic background form the “critical mass” of the employee profile of the organization. Employment of women, minority,
dalit and people from under privileged sections of the society should get priority.”

And the compensation policy reads like this,

“Compensation of an employee is related to qualification and background, job content, depth and breadth of know-how and
experience, consistency and level of performance, years of service, potential for satisfactorily filing a position of higher complexity and
responsibility and such other considerations”.

Policies in organizations are a commitment to the intent of demonstrating transparency, faimess, equality and justice and these
values underlie the construction of policies internally. Broadly, an organization's policies can be inthree categories

(== =}

Following is a list of policies under these categories

Board-related policies SR Personnel policies G ~ Financial policies

» Eligibility, powers, duties * Recruitment e Authorization Policies and

* Election of Board Members e Performance appraisal Procedures

» Conflictofinterest ¢ Working hours e Fund Disbursement

e Code of conduct « Compensation and benefits e Bank, Cash and Investment
« Confidentiality ¢ Travel expenses * Accounting, Record Keeping and
¢ Reimbursement e Termination Financial Control

« Travel expenses ¢ Grievanceredressal . F!XEd P.ussets ;

¢ Personal contribution * Anti Sexual harassment » Financial Reporting

¢ Quorum e Risk management

« Board Member Diversity e Audit

+ Board Rotation

The primary policies for an organization are mostly found in the governing instrument and define the role of the general body and

governing body, how they are elected, how they function during board meetings and how their work is structured. However, the ]
governing instrument normally only creates the very basic structure for the organization's functioning and not cluttered with details.
The sequence of policy-making can be in sync with the Organizational Life Cycle. In the initial phase it is the norms, then the \

convention and then the policy. Therefore in the early life of an organization there are more norms and very few at all any policy and by
the time the organization reaches maturity the written policies are the largest chunk and it does not mean that the organization doesn't
have norms. Thus one is not advocating absence of norms but ensuring that with the growth of the organizational policies, rules,
conventions and norms are dove-tailing into each other and not in contradiction to each other. However, old or well thought through an
organization's policies may be there must be space for its review and a mechanism to initiate review.

Drafting a policy takes brainstorming, team effort and research as it is necessary to know legal requirements as well. Particularly
when dealing with staff related issues and office procedures the need for new policies arises from the staff and staff involvement in
policy formulation is important as they put these policies into action. Though itis the board's task to give the final approval both board
and staff can be involved in organizational policy formulation. Before approving on a specific policy the board accumulates facts and
recommendations from knowledgeable sources, deliberates and take a clear position, and afterwards enforce and / or revises it as
needed.

Norms and rules can be made by staff as long as they are not in contravention to policies meaning that they are subservient to the
policies of the organizations. Consider the following example, “ All employees are entitled to 30 days leave in a year. The leave year is
April 1 through March 31. No leave can be availed without prior approval except in case of unforeseen circumstances. Carryover of
leave is not permitted and unavailed leave lapses automatically”

Now which leave when to be taken is a matter of rule that the organization may give to different units or individuals to choose. So
15 can be common to the entire organization and 8 can be decided at a unit level and the balance 7 can be a choice of every individual.
Thus you can then bring in space for diversity of individuals wanting holidays for their very specific events like birthdays and
anniversaries, etc. while agreeing to certain common holidays like, Independence Day, Republic Day, Gandhi Jayanthi, etc. Thisisa
simple example to understand the range between norms and policies. Norms can be revisited anytime, Rules once in a year and
policies once in 3 years to ensure that they continue to remain relevant.
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