Urmul Seemant Samiti – Agla Dashak
The focus of the Agla Dashak OD project is on improving the ‘system’ in Seemant. It comprises, expanding the horizon and changing the mindset of karyakarta (through training and CB), empowering them (by involving them in re-imagining the future of the organisation), re-designing the implementing structure (core program verticals and supporting elements), identifying long-term goals (in terms of outreach, financial and social objectives), strengthening the governance (through improved leadership and decision making mechanisms), and a shared value system.

The context (as in September 2022) – Internal – External [ in general – in the aftermath of Covid]; Need for re-visioning?
Participatory process of Visioning

Step 1: Multi-stakeholder discussions in Sep 2022 in Bajju, Bikaner, and some villages

Step 2: Draft report presentation and discussion in Nov 2022 in Punrasar. Formation of a core committee and a few sub-committees to work intensively on various proposed verticals and other issues of concern.

Step 3: Presentation / discussion of Core and Sub-committee reports in Jan 2023 in Bajju. Revising and Finalising them in Feb 2023.

Step 4: HR training (Nilesh Mantri, Corporate HR Trainer) for all karyakarta to address the felt gaps in Team Work, Personal leadership, and Communication in Bajju. Suggested follow-up: regular practice of the tasks identified by various Seemant project teams at the end of the training program.

Virtual discussion (Ms Vijaya Switha, CEO, Chitrika) on Producer Organisations. Suggested follow-up: field visit in summer to Chitrika and farmers’ cooperative at Mulkanur for in-depth understanding of collective enterprises.
Step 5: Presentation of the final report and discussion with the Board of Seemant in April 2023 in Bikaner.
Business as Usual or Organisation in Crisis?

Role of staff and Board (as the most important primary stakeholders)

Role of staff in figuring out a Vision and Mission for Agla Dashak

Responsibility for some in determining the strategy / plan for a vertical (domain) of Seemant as potential leaders. Some of them didn’t meet my expectations (in terms of their commitment, innovation in ideas, rigour, punctuality, cognitive abilities, and thorough understanding of the content of the domain), some met, and some exceeded my expectations.

Not only “what”, but also “how” to do is equally important. ‘What’ is about the needy/preferred domains as suggested by the major stakeholders. Modifications to ‘how’ decisions are made in Seemant include changes in organisational decision making structure and organisational culture.

Role of a Consultant in such an OD exercise?

Provide suggestions that are likely to succeed, likely (easy) to be implemented by Seemant. Need for discussions on possible consequences of ‘change’, and implement the suggestions in total as they are all inter-related. I can volunteer to handhold the change process through periodic (quarterly?) visits for reviewing the progress for a year.

The Mission of Urmul Seemant Samiti is as follows:

1. Conserve bio-diversity in the desert and promote sustainable livelihoods based on optimum use of natural resources

2. Bridge the digital divide and utilise digital technologies to enhance the quality of life of the poor

3. Facilitate producers of goods and services to obtain higher returns through their collective businesses and value addition

4. Undertake measures to achieve the Sustainable Development Goals (SDGs) related to poverty, hunger, health, education, gender equality, and energy

5. Empower the poor to access their entitlements flowing from their Rights and Government welfare programs
6. Conduct research and dissemination required for scaling up, and advocacy for interventions needed for better governance and curing the ills afflicting the society
Core Values of Seemant

There has been extensive discussion on suitable Core Values for Seemant, with all the primary stakeholders. This was also discussed in a session with ex-staff of Seemant, to understand the values that the founders of Seemant strived to inculcate and uphold in the organisation. Since it is ideal to have a small set of core values for an organisation, I have short-listed the following values drawn from the above mentioned discussions, as they encompass the core of Seemant’s value system. 
· Equality – no discrimination based on gender, caste, class etc.

· Participatory development

· Transparency

· Accountability – towards Seemant, target community, and other stakeholders

· Team work

· Innovation – in ideas, practices, and technology

· Intoxicant-free premises and work environment – tobacco, alcohol, narcotics

Only the Board of Seemant has the right to amend the list of core values.

Proposed Organogram

Chairman and Executive Secretary (CES)
Apart from being the Chairman of Seemant, I would suggest Susheela Ojha ji to play a more active role by taking up the role of Executive Secretary as well. The CES will not only have an oversight function over the Executive Committee (EC), but also have the following responsibilities.
· Prevent Mission-drift 
· Approve the decisions of EC 
· Signatory of financial decisions 
· Performance appraisal of members of EC 
· Appellate authority for redressal of grievances of staff, and 
· Bridge between the Seemant staff and its Board
Executive Committee (EC)

Based on the criteria of acceptability across the organisation, work experience, communication skills, vision for Seemant and the target community, I have identified Motilal Kumawat, Akriti, and Ravi Chaturvedi to constitute the EC.

The role and responsibilities of EC will include:

· Plan and implement the activities to further the Mission of Seemant

· Set the annual targets for each Domain

· All decisions of EC have to be consensual and unanimous

· Monitor and review of the work done by Domain Coordinators (DC)

· Performance appraisal of DCs

· Verify and recommend all decisions to CES for approval

· Network and collaborations with external stakeholders (including other NGOs, government agencies, CBOs, donors, PRIs, academic and research organisations, private sector etc.)
· Selection of staff of Seemant
· Ensure upholding of core values of Seemant in letter and spirit; take disciplinary action against violation of rules and values of Seemant
Domain Coordinators (DC)
Each of the 6 points of Mission of Seemant will be a separate Domain. These Domains will be assisted by the 2 Support functions. DCs have been identified based on my observation, discussions and feedback over the past seven months, their work experience, aptitude, and keeping in mind Seemant’s long-term requirements. The specific attributes for each Domain are as follows:
	Domain
	Attributes 
	Domain Coordinator

	Human Development
	Sensitive, All rounder, Curious, Knowledge of local area and communities, Ability to Plan-lead-manage
	Suraj

	Collective Enterprises
	Entrepreneurial mindset, Management skills, raise resources, networking
	Akriti

	Entitlements, Govt welfare programs
	Understanding of govt welfare programs / schemes and structure, Relations with govt departments, confidence, comfort in interacting with Babus
	Ramprasad Harsh

	Natural Resources Management
	Understanding of desert ecology and local natural resources, Community mobilisation, rural livelihoods
	Pukhraj

	Research, Advocacy & Communication
	Higher Education, understanding of issues related to community, research and documentation skills
	Sunil Lahiri

	Digital services
	Knowledge of computers, IT, digital applications, curious
	Laxmi Rani


	Support function
	Attributes 
	Coordinator

	Admin, HR, Campus Management
	Understanding of Finance, Coordination, caring + firm, financial integrity
	Ravi Chaturvedi

Ramlal Manjhu

	Resource mobilisation
	Network, understanding of finance, explore new opportunities
	Manoj 


The role and responsibilities of DCs and Support function Coordinators will include:
· Plan and implement their respective domain activities / support functions by leading their teams

· Coordinate with other DCs for implementation

· Report the progress of their Domain / Support function regularly to EC
· Appraisal of the work done by their respective team members

Domain Teams
The staff of Seemant will be re-deployed in to different domains, in consultation with the DCs, work experience and aptitude of the staff, and organisational requirements. A half-day workshop can be organised in Bajju on April 10th to finalise the Domain Teams.

Designations of staff

It is useful to bring uniformity in designations across the organisation. The suggested designations (preferably in Hindi) include:

· Domain Coordinator

· Deputy Domain Coordinator

· Community Organiser

Existing designations such as Secretary (Sachiv), Dy Secretary (Upa-sachiv), Admin Officer (Prashaashan Adhikari) etc can be discontinued. 

Margdarshak Mandal (Advisory Council)

Based on their long work experience and institutional knowledge possessed by them, the following staff will comprise the Margdarshak Mandal. The CES may consult them at her discretion, to seek their non-binding advise on any issue related to Seemant. 

Mahaveer, Pramila, Ramprasad Harsh, Santosh, Kanwar Singh, and Sunil Lahiri.

Change Management

The EC, in consultation with the CES will develop a Plan of Action (including strategy, goals, short-term and long-term targets, milestones etc.) for Seemant, including goals and targets for each Domain (in consultation with the respective Domain Coordinator) within one week, and start operationalising the plan.

Increment and Promotion

Increment in salary will be based on a mix of number of years of experience and achievement related (Annual 360 degrees Performance Appraisal) criteria. Promotion will be based on achievement and suitability for the next level of leadership. Increment and Promotion need not be correlated.

Partnerships

The EC will be responsible for negotiating and finalising partnerships / collaborations with Desert Resource Centre (DRC) and any other partners, through a mutually beneficial MoU. All staff placed in / deputed to Seemant (on behalf of DRC or any other partner) will be responsible / accountable only to the respective Domain Coordinator (if they are in a Domain Team) or to EC (if they are a Domain Coordinator). They will be governed by the rules and norms like any other staff of Seemant while they are working in Seemant (e.g. salaries and other emoluments will be paid through EC, leave will be approved by DC/EC, will be subjected to disciplinary action for violation of rules / Values of Seemant). 
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