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Abstract

“Good leadership requires you to surround yourself with people of diverse perspectives who can disagree
with you without fear of retaliation.”
- Doris Kearns Goodwin

1. The human resource canvas of any organization includes performance management, dimensions of
organizational culture including autonomy, equity, conflict, problem solving attitudes, work value,
consideration and warmth, duly supported by inspirational leadership and a nuanced approach to dissent
management, towards achieving organizational efficacy. Performance management including dissent
(disagreement, discord, difference of opinion etc) is an integral part of the human resource mosaic in any
organisation including the Indian Armed Forces. Successful organizations recognise, accept and diligently
manage dissent in all forms be it articulated, latent or displaced for enhancing efficacy and achievement of
organizational objectives. Apropos, under the umbrella of Human resource - Performance Management, the
selected sub area for research is ‘Dissent Management in Indian Armed Forces’.

2. The Indian Armed Forces operate in a volatile, uncertain, complex and ambiguous (VUCA)
environment. This dynamism brings with it multifarious intrinsic and extrinsic challenges, for effective
military leadership. All military leaders are accountable for their actions and thus, management of dissent, is
considered vital to accomplishment of organisational objectives. The Indian Armed Forces possess a unique
culture with minor distinctions between the Service specific organizational culture of the Army, Navy and the
Air Force respectively. However, in spite of the unique organisational culture and policies, the Indian Armed
Forces face diverse challenges in human resource aspects leading to dissent in any form, its manifestations
and management thereof. Apparently, there seems to be a significant difference in the perception on the
adequacy of dissent management strategies in Indian Armed Forces for optimal organisational efficacy,
especially for joint structures. It may be a manifestation of the Service specific culture or simply human
nature, wherein any form of criticism/ difference of opinion could be treated with indifference. This could
result in a tendency to dismiss any organizational dissent as inconsequential or avoidable inconvenience.

3. The moot question is whether acceptance or mere recognition is enough or management i.e., genuine
concern towards a workable solution, is the way forward. Further, efficacy of the system in terms of
successfully realigning the organizational approach to dissent management and its relationship with the
Service specific Culture, merits a de novo look.

4, The Armed Forces thrive on trust and teamwork which demands transparency through a two-way
feedback system. The dissent management process needs to be participative wherein either a consensus or a
fair agreement with the decisions, can be reached. While policy certain guidelines on dissent management
exist in the Indian Armed Forces, the suitability of the extant approach towards dissent management for
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emerging joint structures and its relationship with organizational culture for achieving organizational efficacy
thereof, has not been sufficiently explored.

5. This study explores the perceived approach to dissent management in Indian Armed Forces and the
relationship between organizational culture, dissent management strategies and organizational performance
while assessing the suitability of the extant approach to dissent management for joint structures.

6. Keywords : Dissent Management, Organizational Culture, Dissent Management Strategies and
Organizational Performance.

7. Need and Nature of the Study. Timely identification and management of dissent would
become more pronounced as the Indian Armed Forces move towards Tri Service / Joint Structures. Thus,
there is a felt need to take a de novo look towards the extant approach to dissent management and its suitability
for Tri Service / Joint Structures. The study is a Mixed Methods Research (Quantitative & Qualitative) using
objectivism as the ontological position and positivism as the epistemology approach.

8. Research Questions. The study explores the perception on the following key aspects:-
@ What is the perceived approach to dissent management ?
(b) What is the perception of organizational culture of the respective Service ?
(© How does organizational culture impact dissent management perception?

(d) What is the perception on the extent of correlation between organizational culture, dissent
management and organizational performance?

(e How suitable is the extant approach to dissent management for joint structures?

9. Review of Literature. The research problem is multifaceted, encompassing various areas of
organizational theory, military studies, management, and performance improvement thus, key areas and
critical components were reviewed so as to develop a fair understanding of the subject, for arriving at the
Theoretical and Conceptual framework:-

@) Concept of Dissent Management, Historical Perspective, Types of Dissent, Indian Armed
Forces Perspective on Mechanisms for Managing Dissent and Impact of Dissent Management on
Organizational Performance.

(b) Concept of Organisational Culture, Military Specific Culture, Variations across the three
Services (1A, IN and IAF) and perceived components of a Joint Culture.

(© Models for Assessment and Identification of key facets of Dissent Management and
Organisational Culture.

(d) Correlation between Organisational Culture and Dissent Management.
(e) Global Perspectives and Changing World View.

10. Knowledge Gaps. Post a comprehensive literature review on the subject, the following knowledge
gaps emerge:-

@ A unique organisational culture exists across the three Services, however, marked contextual
and operational differences govern the respective management of human resource functions. Study of
these factors is a pre-requisite for achieving a joint culture for successful integration of tri-Service
structures. This area merits research to contribute to the existing literature.

IJCRT2507006 ‘ International Journal of Creative Research Thoughts (IJCRT) www.ijcrt.org a50


http://www.ijcrt.org/

www.ijcrt.org © 2025 IJCRT | Volume 13, Issue 7 July 2025 | ISSN: 2320-2882

(b) The extant approach of the respective Service towards dissent management defence apparently
has certain limitations which need to be addressed as the Indian Armed Forces transition towards joint
structures. This area merits research to provide avenues for policy guidelines and relative success of
the integrated model.

(© Limited literature is available on the Indian Armed Forces approach towards dissent
management, its correlation with organisational culture and impact on organisational efficacy. A study
on subject would enrich the existing literature for dedicated inputs on policy guidelines, while
providing research avenues to others in this field.

11.  Gap Selected for Research. Limited literature is available on the Indian Armed Forces approach
towards dissent management, its correlation with organisational culture and impact on organisational efficacy.
While policy certain guidelines on dissent management exist in the Indian Armed Forces, the perception on
suitability of the Indian Armed Forces extant approach towards dissent management for emerging joint
structures and its perceived relationship with organizational culture for achieving organizational efficacy
thereof, has not been sufficiently explored. Hence, this study explores the perceived approach to dissent
management in Indian Armed Forces and the relationship between organizational culture, dissent
management strategies and organizational performance while assessing the suitability of the extant approach
to dissent management for joint structures

12. Likely Contribution of the Study. There is limited research available to establish the congruence /
linkages between the perceived approach to dissent management in Indian Armed Forces and the relationship
between organizational culture, dissent management strategies and organizational performance. Further, the
existing research presents varied and contextual views on the critical subject of dissent management as the
Indian Armed Forces transition towards joint structures. Limited literature is available on the evolution of
policy guidelines and implementation thereof with the benefits accrued till date. The extant study has made a
humble attempt to identify the congruence of above critical aspects in assessing the suitability of the extant
approach to dissent management for joint structures. The study is likely to assist in reviewing the extant
approach, identify areas of concern/voids, if any that merit a midcourse review, achieve organisational
efficacy by incorporation of global best practices towards seamless management of human resource functions
for the personnel from the three Services.

Theoretical Framework

13.  The theoretical framework for studying dissent management in the Indian Armed Forces integrates
multiple concepts from organizational theory, military studies, leadership theory, and culture theory. This
framework provides a foundation for analysing how dissent is managed within different branches of the Indian
Armed Forces (Army, Navy, and Air Force), the role of organizational culture, the need for a joint military
culture, and the relationship between dissent management and organizational performance. Extensive review
of literature has resulted in the following theoretical framework:-
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Theoretical Framework

@ Organizational Culture Theory.  Organizational culture theory, especially the works of
Edgar Schein and Geert Hofstede, emphasizes that the culture within an organization shapes its
practices, including how dissent is perceived and managed. Schein's model of organizational culture
suggests that deeper, unspoken beliefs (espoused values, basic assumptions) influence behaviours
within an organization, which can affect how dissent is tolerated or suppressed.

(i) Application.

(@) Army. The Indian Army’s hierarchical, obedience-centered culture may stifle
open dissent as it emphasizes discipline and loyalty over questioning authority.

(@b) Navy. The Navy's culture of teamwork and operational cohesion may
result in more integrated mechanisms for managing dissent, but still within an
authoritative structure.

(ac)  Air Force. With a focus on professional autonomy, the Air Force may
tolerate dissent more, especially if it is seen as a path to improving technical or
operational outcomes.

(i) Key Concepts.

(@aa)  Cultural Dimensions (Hofstede). Understanding how power  distance,
uncertainty  avoidance, and individualism influence dissent in
different services.

(@b)  Schein’s Model. Examining how the visible elements (symbols, rituals)
and deeper values (norms, assumptions) shape dissent management practices.

(b) Leadership and Authority Theory.  According to Max Weber's theory of bureaucracy and
authority, authority within organizations can be classified into traditional, charismatic, and legal-
rational types. The hierarchical structure of military organizations, particularly the Indian Armed
Forces, aligns primarily with traditional authority, which values obedience to command and maintains
strict boundaries around the expression of dissent.
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Q) Application.

(@a) Army. Commanders hold a traditional form of authority where dissent is often
viewed as insubordination, and authority is based on respect for rank.

(ab)  Navy. While hierarchical, the Navy may rely more on leadership models that
balance authority with collaboration.

(ac)  Air Force. Emphasizes technical expertise and professional authority,
potentially allowing more room for dissent from well-informed personnel.

(i) Key Concepts.

(@a)  Transformational Leadership. Leaders who inspire, engage, and
empower subordinates to engage in constructive dissent that improves organizational
performance.

(@ab)  Transactional Leadership. Leaders who focus on order, control, and
compliance, which may limit dissent but maintain organizational stability.

(©) Conflict Management and Communication Theory.  Conflict management theories,
particularly the Thomas-Kilmann Conflict Mode Instrument (TKI), identify different approaches to
conflict (e.g., competing, collaborating, avoiding, accommodating, compromising). In military
contexts, managing dissent is a form of conflict, and the way it is handled determines the outcome for
team cohesion, decision-making, and organizational success.

(i) Application.

(@a) Army. The Army may adopt an avoiding or competing style toward
dissent, focusing on maintaining discipline and authority rather than encouraging open
discussion.

(ab)  Navy. The Navy may favour compromising or collaborating approaches to
manage dissent, seeking a balance between operational cohesion and allowing
alternative viewpoints.

(ac) Air Force. The Air Force may lean toward collaborating, especially if
dissent can lead to technical improvements or operational innovations.

(i) Key Concepts.

(aa)  Conflict Styles. How the Indian Armed Forces manage conflict through
avoidance or engagement, impacting dissent resolution.

(@) Communication Flow. How formal vs. informal communication
channels affect the ability of individuals to express dissent.

(d) Jointness and Inter-Service Collaboration Theory. The theory of jointness in military
studies emphasizes the integration of Army, Navy, and Air Force resources, personnel, and operations
to create synergies. Joint culture is about overcoming service-specific traditions to work together
effectively in multi-service operations. Scholars like James S. Corum and David D. Shoemaker
highlight the importance of collaborative culture for joint military operations.
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Q) Application.

(@aa)  The need for a joint culture arises from the challenges of inter-service rivalries,
differing operational norms, and organizational cultures. In joint operations, managing
dissent becomes more complex, as different branches have different approaches to
authority and communication.

(ab)  Building a joint culture would help standardize dissent management processes,
improving performance in multi-service operations.

(i) Key Concepts.

(aa) Inter-Service Rivalry. How competing cultural identities across the
services affect collaboration and dissent resolution.

(ab)  Collaborative Decision-Making.  In joint operations, dissent is viewed as a
constructive challenge to improve the overall mission outcome, leading to a more
inclusive decision-making environment.

(e Theories of Organizational Performance and Efficacy. The Contingency Theory of
Organizational Performance suggests that the effectiveness of an organization depends on the fit
between its internal processes, its management strategies, and the external environment. According to
James March and Herbert Simon, organizational decision-making, including handling dissent, directly
affects performance outcomes. Dissent management strategies must align with organizational goals
and service-specific missions to optimize effectiveness.

(i) Application.

(aa) Dissent Management Strategies and Organizational Performance.
Effective dissent management strategies can enhance decision-making, improve
morale, and lead to better operational readiness. Suppression of dissent can lead to
inefficiencies, low morale, and poor communication.

(@b) In a joint context, managing dissent well can foster cooperation and enhance
overall mission success, whereas poor dissent management can undermine joint
operations by fostering division and inefficiencies.

(i) Key Concepts.

(aa)  Contingency Fit. The relationship between effective dissent management
strategies and organizational performance.

(ab)  Performance in Joint Operations. How managing dissent effectively in
joint operations leads to better synergy and more successful outcomes.

(f Theories of Dissent and Innovation in Organizations.  Creative Dissent Theory suggests
that dissent can be a source of innovation when properly managed. Researchers like Elizabeth M.
Salazar and Stuart W. Smith have argued that dissent can lead to better ideas, solutions, and
innovations, particularly in organizations requiring adaptation and improvement, such as the military.

(1) Application.
(@aa) Army. Dissent, if allowed, could bring attention to operational shortcomings

or outdated processes, which would otherwise remain unaddressed due to rigid
hierarchical structures.
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(ab)  Navy and Air Force. Both Services, which may have more room for
professional autonomy and technical decision-making, could utilize dissent to enhance
operational effectiveness and innovation in mission-critical environments.

(i) Key Concepts.

(aa) Creative Dissent.  Viewing dissent not as a disruption but as an opportunity
for improvement and innovation.

(ab) Dissent as Feedback. How dissent acts as a form of feedback that could
contribute to organizational learning and performance improvement.

(g)  Systems Theory. Systems theory proposed by Ludwig von Bertalanffy, Russell Ackoff,
views organizations as complex systems with interconnected components. In the context of joint
operations, the military is a complex system where dissent, culture, and management practices are
interconnected. Effective management of dissent can lead to system-wide learning, adaptation, and
improvement, which contributes to the overall performance of the joint structure.

(i) Feedback Loops. Effective dissent management in one part of the system (e.g.,
Army) can trigger positive feedback that improves the whole system (joint operations).
Conversely, poor management of dissent can create negative feedback loops that undermine
effectiveness.

(i) Understanding how dissent management practices (as one system component) interact
with other components (like culture and leadership) is critical for assessing their impact on
joint operations and organizational efficacy.

14, Key Aspects. The theoretical framework synthesizes multiple theories and concepts to understand
how dissent is managed in the Indian Armed Forces. It applies organizational culture, leadership, conflict
management, and performance theories to explain the complex dynamics of dissent management across the
Army, Navy, and Air Force respectively, and the importance of a joint culture in improving operational
effectiveness. By examining the relationship between dissent management and organizational performance,
this framework also suggests that effective handling of dissent can lead to better decision-making, enhanced
morale, and ultimately greater mission success in joint operations.

Conceptual Framework

15. A conceptual framework provides a systematic way to understand the various components and their
relationships in a particular study. In this case, the framework for dissent management in the Indian Armed
Forces integrates key concepts from organizational culture, military leadership, conflict management, and
performance theory, with a focus on how dissent is managed across the Army, Navy, and Air Force. The
framework also highlights the importance of joint culture in tri-service operations and its impact on
organizational performance.

16. Key Concepts.

@ Dissent. Refers to the expression of disagreement, concerns, or alternative viewpoints
within an organization, especially in hierarchical systems like the military. Dissent can be classified
into constructive dissent (which aims to improve processes) and destructive dissent (which may
undermine authority and discipline).

(b) Dissent Management. The processes, strategies, and systems used to handle dissent
in an organization, aiming to balance authority and respect for rank while fostering open
communication and accountability.
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(© Organizational Culture.  The shared values, beliefs, and norms that influence how dissent
is perceived and managed within an organization. In the military, this could vary across the Army,
Navy, and Air Force based on their unique cultures.

(d) Leadership. The ways in which leaders manage, suppress, or encourage dissent within the
military. Leadership can be categorized into transformational leadership (encouraging open dialogue
and feedback) or transactional leadership (focused on order and compliance).

(e) Joint Culture. A culture that emphasizes collaboration, trust, and unity among the
different services (Army, Navy, and Air Force). It is essential for effective collaboration in joint
operations and managing dissent across services.

()] Performance. The effectiveness of the Indian Armed Forces in achieving operational goals,
including readiness, morale, and mission success. The way dissent is managed can significantly affect
overall performance and organizational efficacy.

17.  Key Relationships in the Conceptual Framework. The framework consists of interrelated
constructs, represented by arrows to show the direction of influence (refer Figure 2.3 below). Each construct
is linked to others in a way that explains how dissent management is a dynamic process within the Indian
Armed Forces.
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Conceptual Framework

@ Organizational Culture and Dissent Management. Organizational Culture (Army,
Navy, Air Force) shapes how dissent is perceived and managed. The hierarchical structure of the Army
may lead to suppression of dissent, while the Navy may be more open to constructive dissent due to
its team-oriented culture. The Air Force, with a focus on professional autonomy, may allow more room
for dissent. A rigid organizational culture can suppress dissent, leading to lower morale and decreased
operational effectiveness, while an open culture can improve decision-making and lead to innovation.

(b) Leadership and Dissent Management. The leadership style within each Service (Army,
Navy, Air Force) determines how dissent is managed. Transformational leaders encourage
constructive dissent, viewing it as valuable feedback, whereas transactional leaders may suppress
dissent to maintain discipline and control. Effective leadership that encourages dissent can foster an
environment where feedback leads to better decision-making and improved organizational
performance.
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18.

19.

(© Joint Culture and Dissent Management. A joint culture that emphasizes cooperation
between the Army, Navy, and Air Force is crucial for managing dissent in multi-service operations. If
the services can develop a shared understanding and approach to dissent, they will perform better in
joint operations. A cohesive joint culture enables better communication and conflict resolution,
facilitating smoother management of dissent in complex, multi-service environments.

(d) Dissent Management and Performance. Effective dissent management (whether through
formal channels, leadership encouragement, or fostering a culture of open dialogue) contributes
directly to performance outcomes. Suppressing dissent can lead to disengagement, poor morale, and
reduced effectiveness, while constructive dissent can lead to innovation, higher readiness, and more
effective decision-making. Proper management of dissent enhances team cohesion, operational
readiness, and the ability to adapt to new challenges.

(e) Dissent Management and Organizational Culture. The organizational culture within
each service defines the tolerance for dissent, which influences how dissent is expressed and handled.
A culture of openness may encourage more expression of dissent, whereas a culture of hierarchy may
lead to the suppression of dissent. A culture that tolerates and addresses dissent appropriately can
increase the overall adaptability and effectiveness of the armed forces.

Understanding the Framework.

@ Organizational Culture (Army, Navy, Air Force) influences how dissent is handled within each
service. The Army’s hierarchical culture may discourage dissent, while the Navy and Air Force may
be more open to it.

(b) The Leadership style (transactional vs. transformational) dictates whether dissent is suppressed
or encouraged. Transformational leaders tend to view dissent positively, while transactional leaders
focus on compliance.

(© The Joint Culture aspect is crucial for multi-service operations. A joint culture helps bridge
differences in how dissent is handled, ensuring smoother collaboration across the Army, Navy, and
Air Force.

(d) Dissent Management practices directly impact Organizational. Performance. Proper
management of dissent leads to better decision-making, higher morale, and more effective operational
readiness. Conversely, suppressed dissent can harm performance and morale.

Key Aspects. This conceptual framework provides a comprehensive structure for understanding how

dissent is managed within the Indian Armed Forces. It highlights the importance of organizational culture,
leadership styles, and the development of a joint culture for managing dissent effectively across the Army,
Navy, and Air Force. Ultimately, effective dissent management leads to improved organizational
performance, which is vital for achieving operational readiness, mission success, and adaptation in joint/tri-
Service structures. Key insights from the Conceptual Framework are appended below:-

@ Organizational Culture as the Foundation. The military's culture is the foundational
factor that determines how dissent is viewed and managed. This culture impacts both how dissent is
handled within the organization and its ultimate effect on the success of joint operations.

(b) Dissent Management as a Mediating Factor. Dissent management practices serve as
a mediator between organizational culture and the performance of joint structures. How dissent is
handled directly influences operational effectiveness and inter-branch cooperation.

(©) Feedback Loops and Continuous Improvement. Proper management of dissent in a
positive culture can improve both the organizational culture and efficacy of joint structures.
Conversely, failure to manage dissent can lead to negative outcomes, but improvements in dissent
management can potentially reverse this.
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Limitations of the Study

20.  The surveys and semi structured interactions undertaken to capture the perception on the subject of
dissent management in the Indian Armed Forces and manifestations thereof, are not free of limitations, as
under:-

@ Sample Representation. The study relied on a limited sample size across the three
Services, potentially under-representing certain command levels or Service environments.

(b) Response Bias. Owing to the hierarchical nature of the Armed Forces, the perception of
the sample may not holistically apply to the entire population, as the responses are not free from
potential biases of social desirability or fear of repercussions fraught by perceived risks or
confidentiality concerns. An attempt has been made to overcome this to some extent by ensuring
anonymity and confidentiality.

(©) Cross-sectional Nature. The study presents a snapshot in time and does not capture
evolving trends in dissent mechanisms as the Indian Armed Forces transition towards joint structures.

(d) Access to Sensitive Data.  Due to institutional security and protocol constraints, certain
performance indicators and sensitive data on the subject were not accessible. Hence, the study has
focused on the details that are available, coupled with the inferences drawn from the perception
analysis of the respondents.

(e Generic Nature of Inputs. Another limiting factor was the inability to gain direct access
with majority of the respondents. This was overcome to a great extent by use of Google Forms.
However, the researcher did not have the opportunity to clarify the accurate context of the issues
circulated vide questionnaires for mapping the perception of the sample due to the spatial separation
with the respondents. Hence, results are generic in nature though an attempt has been made to maintain
contextual specificity in respect of the Indian Armed Forces.

Scope for Further Study

21. It is pertinent to note and acknowledge the exploratory nature of the study, as not much research or
material is available for understanding how organizational culture influences dissent management and how
both elements correlate with organizational performance in context of the Indian Armed Forces. By exploring
these relationships, an attempt has been made towards identifying strategies towards creation of joint
organizational culture, refine dissent management mechanisms, and ultimately enhance the operational
effectiveness and morale of military personnel as the Indian Armed Forces transition towards Tri Service
/joint structures. Though, the study has brought out certain key areas of concern that merit attention, ample
scope exists for further studies as under:-

@ Longitudinal Studies. Track the impact of dissent management reforms over
time in selected commands or tri-Service institutions.

(b) Assess the Impact of Leadership Styles. Quantitatively assess the influence of
different leadership styles on organizational openness to dissent.

(© Psychological Safety Metrics. Create and validate a psychological safety index specific to
military environments in the Indian Armed Forces.

(d) Case Studies. Develop detailed case studies on dissent episodes handled successfully  or
unsuccessfully in recent years.

(e) Comparative Research. Conduct comparative studies between Indian Armed
Forces and other global military alliances (e.g., NATO etc) in handling dissent.
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Conclusion

22.  The study mapped the perception regarding the Indian Armed Forces approach towards dissent
management, how organizational culture influences dissent management and how both elements correlate
with organizational performance as the Indian Armed Forces transition towards Tri Service /joint structures.
The results indicate that all constructs arrived at, have positive correlational values to a certain degree and
were significant towards measuring the stated purpose. Overall, the response from the sample population and
their candid inputs have added immense value to the researcher in understanding the fundamental issues.

Significance of the Study

23.  This study is a humble contribution to existing literature and underscores the growing strategic and
operational importance of dissent management within the Indian Armed Forces, particularly in light of the
shift toward integrated and joint structures. It highlights the perception that current frameworks are
insufficiently equipped to manage professional disagreements constructively, with significant variation across
Services in terms of openness and psychological safety. A reformed dissent culture, bolstered by leadership
development, policy innovation, and structural transformation, can serve as a cornerstone of effective joint
operations and long-term organizational resilience.
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