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Human Resource Audit of Compensation Management : New Imperative for Organizational Effectiveness  

Compensation 

management of a 

company is one of 

the key determiners 

for attracting and 

retaining talent as 

well as motivating 

them for 

enhancement in 

their performance.

Feature Article
Human Resource Audit of Compensation Management :

New Imperative for Organizational Effectiveness  

ABSTRACT

The current competitive environment in many sectors is leading to the adjustment and 

changes in the entire compensation structure and strategy. Companies are observing a shift 

towards performance contingent pay that might be enduring as corporate hierarchies are 

flattened and career ladders shortened. With the emergence of new methods for rewarding 

employees which have become prominent in past few years like employee stocks option, profit 

sharing, executive allowances etc., companies are now forced to emphasize more on 

performance rather than position for pay determination and thus making the compensation 

structure more intricate. Compensation management of a company is one of the key 

determiners for attracting and retaining talent as well as motivating them for enhancement in 

their performance.  It becomes of utmost importance to audit the human resource function of 

compensation with the emergence of high level of accountability towards the entire 

compensation structure, strategy and policy and its implementation at social, legal and 

economic levels. The research study attempts to empirically analyze the response from 83 

respondents from various companies to identify the key set of areas under compensation 

function where there is a significant gap between existing and expected levels. It also describes 

the impact of Human Resource audit of compensation management on organizational 

effectiveness.

t has become a necessity now to have an effective compensation management for 

organizational effectiveness. The emergence of service sector has brought the key 

features of intangibility, simultaneous production and consumption, non-

inventorial and low entry barriers along with a whole set of external factors to 

influence organizations. Although being effective seems an obvious requirement of 

staying in business, organizational effectiveness has been defined by variety of 

effectiveness attributes (Campbell, 1997). Managing human resources has become 

critical to the success of all companies, large and small, regardless of industry 

(Ulrich, 1997) and an effective compensation structure and strategy would 

definitely support in doing so.

Human Resource Management can help the company to enhance organizational 

effectiveness and thereby have a determining effect on whether or not the company 

is good enough, fast enough, and competitive enough not only to survive but also to 
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thrive (Schuler and Jackson, 2000). It is now impossible 

to have an effective Human Resource Management 

ignoring the major human resource function of 

compensation management. Today, it would be 

difficult to imagine any organization achieving and 

sustaining effectiveness without efficient human 

resource management programs and activities 

(Schuler, 2000). In order to survive and grow in this 

competitive environment, human resource audit can 

definitely act as a tool for enhancing organizational 

effectiveness through an effective compensation 

management.

There are many fields under compensation 

mangement, which have the potential to have a direct 

impact on the organizational effectiveness.  With 

regard to promotion rewards, research has often 

looked at opportunity structures in isolation from 

human resource policies (Stewman, 1986). This loop-

hole in the compensation strategy and structure needs 

to be identified and taken up for rectification. Human 

resource audit attempts to identify the various key 

aspects related to compensation structure, strategy 

and implementation. This is being the major objective 

of the paper along with identification of gap between 

the stated policies and the actual satisfaction with 

respect to the compensation function of Human 

Resource Management.

 Human resource audit is a 

systematic assessment of the strengths, limitation and 

developmental needs of its existing human resources 

in the context of organizational performance 

(Flamholtz, 1987). It is basically a process in which 

policies, procedures, documentation, systems and 

practices concerning various arenas of human 

resource management are examined. There are three 

basic approaches to carry out the process of human 

resource audit namely, individualistic approach, 

departmental approach and organizational approach.

 Organizational 

effectiveness can be judged by increased productivity, 

higher level of customer satisfaction, increased 

profitability and survival of the organization. An 

effective Human Resource Management is now 

Objective

Literature Review :

Human Resource Audit :

Organizational Effectiveness :

viewed as the source for achieving organizational 

effectiveness. Compensation management being one 

of the prime human resource functions automatically 

becomes a key contributor towards organizational 

effectiveness. Thus it becomes of utmost importance 

to carry out human resource audit of compensation 

management to have an effective compensation 

structure and strategy contributing towards 

organizational effectiveness.

The construct of the organizational effectiveness 

refers to human judgments about the desirability of 

the outcomes of organizational performance from the 

vantage point of the varied constituencies directly and 

indirectly affected the organization (Zammuto, 1984: 

614). Cameron and Whetton (1983) suggest that it may 

be necessary to have multiple models of 

organizational effectiveness because the conception 

of effectiveness depends on how the organization is 

viewed. Steers (1977) goes on to argue that an analysis 

of organizational effectiveness will likely to focus on 

four domains of effectiveness, irrespective of whether 

the perspective is on goal optimization, the 

organization system, or employee behavior. These 

domains are: organizational characteristics, 

e n v i r o n m e n t a l  c h a r a c t e r i s t i c s ,  e m p l o y e e  

characteristics, and managerial policies and practices.

Organizations today must grapple with revolutionary 

trends – accelerating product and technological 

change, international competition, deregulation, 

demographic changes, and a shift towards service 

society. These trends have increased dramatically the 

degree of competition in virtually all industries. 

Companies in such an environment either become 

competitive high performers or they vanish (Dessler, 

2000)

 In 

general compensation is what employees get in 

exchange for the services rendered in the 

organization. Compensation refers to various sets of 

financial returns and tangible benefits that employees 

receive as a part of their employment with the 

organizations. The prime objective of any 

compensation management is fairness or equity on all 

the parameters concerned with compensation. The 

paper here makes an attempt to empirically identify 

those parameters and analyze the current scenario 

Significance of an effective Compensation Management :
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Table-1 :  Descriptive Statistics

Existing Satisfaction Level   Expectation Level

N Mean N Mean

c1 83 3.6747 cc1 83 4.2410

c2 83 3.5904 cc2 83 4.2530

c3 83 3. 2771 cc3 83 4.1446

c4 83 3.5542 cc4 83 4.2651

c5 83 4.1446 cc5 83 4.2530

c6 83 3.4940 cc6 83 4.3253

c7 83 3.9157 cc7 83 4.2048

c8 83 3.9157 cc8 83 4.2410

c9 83 3.8916 cc9 83 4.2892

c10 83 3.5542 cc10 83 3.9398

c11 83 3.6506 cc11 83 3.9518

c12 83 3.1807 cc12 83 3.9398

c13 83 3.3253 cc13 83 3.9398

c14 83 3.6747 cc14 83 3.9639

c15 83 3.5542 cc15 83 3.9036

Valid N 83 Valid N 83
(listwise) (listwise)

and the gap regarding them. Compensation 

management needs to be directed towards fulfilling 

the three major aspects of equity namely internal 

equity, external equity and individual equity.

An effective compensation plays a significant role in :

●Attracting fresh and skilled talent

●Retaining employees of significance

●Maintaining and enhancing employee morale

●Rewarding and encouraging top performance  

●Reducing employee turnover rate and enhancing 

loyalty

From employer’s point of view, an expectation from 

employees on the following aspects needs to be 

addressed cautiously :

●Job security

●Career growth opportunities

●Compliance

●Commitment

●Loyalty

A depth questionnaire was prepared after literature 

review and a series of interviews from experts. A list of 

15 in-depth statements were prepared and the 

respondents were asked to rate them on a scale of 1 to 5 

with respect to the present situation in the company 

and the significance of these statements for 

organizational effectiveness. A sample size of 83 

respondents belonging to 42 different service sector 

companies was taken.

An examination has been carried out to test the 

reliability of the data in order to check whether 

random error causing inconsistency and in turn lower 

reliability is at a manageable level or not, by running 

various reliability tests.

Cronbach’s alpha estimates the degree to which the 

items in a scale are representative of the domain of the 

construct being measured (Pedhazur and Schmelkin, 

1991) .  This  technique requires  only  one 

administration of the instruments to provide an 

Data Collection and Analysis

Reliability and Validity:

estimation of internal consistency reliability (Pallant, 

2011). Advantages in using Cronbach’s alpha are that 

it is easily calculated by computer and provides a 

conservative estimate of a measure’s reliability 

(Carmines and Zeller, 1979). According to Nunnally 

(1978), internal consistency values should be in excess 

of 0.70, which is the lower bound for an acceptable 

value in research.

A face validity exercise was carried to test the 

constructs appropriateness, through 15 experts from 

industry and academics.

Cronbach’s Alpha value for data of existing satisfaction 

level with respect to compensation related policies and 

practices comes out to be 0.893.

Cronbach’s Alpha value for data of expectation regarding 

compensation related policies and practices for 

organizational effectiveness comes out to be 0.888.

The Cronbach’s alpha value of nearly 0.9 for both the 

sets of data signifies that the instruments have been 

reliable enough for data collection and is fit for 

carrying out further analysis on it. Existing satisfaction 

level of variables c1 to c15 and expected level on 

3
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corresponding variables cc1 to cc15 are comparatively 

shown in Table-1.

Results of KMO (Kaiser-Meyer-Olkin) Measure of 

Sampling Adequacy and Bartlett’s test of Sphericity 

was been conducted (Table-2).

Table-2 : KMO and Bartlett’s Test

 Kaiser-Meyer-Olkin Measure of
 Sampling Adequacy. .838

 Bartlett’s Test of Sphericity Approx. Chi-Square 615.861

df 105

Sig. .000

The K-M-O statistics ranges between 0 to 1.Where 0 

signifies that the sum of partial correlations is largely 

relative to the sum of correlations, representing 

diffusions in the pattern of correlations, making factor 

analysis likely to be inappropriate to be executed. A 

value of 1 states relative compactness, stating factor 

analysis should yield distinct and reliable factors.

Kaiser (1974) recommends accepting the value greater 

than 0.5. However, in our study this value comes 

around 0.838, which is highly acceptable. Table-3 

indicates communalities for the expectation level for 

the corresponding variables.

The output states the Eigen values related with each 

linear component before extraction, after extraction 

Table-3 : Communalities

Initial Extraction

cc1 1.000 .812

cc1 1.000 .666

cc1 1.000 .727

cc1 1.000 .683

cc1 1.000 .602

cc1 1.000 .614

cc1 1.000 .798

cc1 1.000 .726

cc1 1.000 .483

cc1 1.000 .841

cc1 1.000 .662

cc1 1.000 .726

cc1 1.000 .606

cc1 1.000 .700

cc1 1.000 .722

Table-4 : Total Variance Explained

                  Extraction Sums of Squared
Initial Eigenvalues Loadings  Squared Loadings

Comp % of Cumulative % of Cumulative % of Cumulative
onent Total Variance % Total Variance % Total Variance %

1 6.144 40.960 40.960 6.144 40.960 40.960 3.393 22.620 22.620

2 1.602 10.678 51.638 1.602 10.678 51.638 2.993 19.956 42.576

3 1.516 10.105 61.743 1.516 10.105 61.743 2.325 15.502 58.077

4 1.106 7.376 69.119 1.106 7.376 69.119 1.656 11.042 69.119

5 .851 5.672 74.790

6 .729 4.860 79.651

7 .634 4.225 83.876

8 .488 3.250 87.126

9 .388 2.589 89.715

10 .341 2.275 91.990

11 .307 2.048 94.038

12 .258 1.721 95.759

13 .251 1.673 97.432

14 .206 1.373 98.805

15 .179 1.195 100.000

Rotation Sums of

Extraction Method : Principal
Component Analysis

4
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and rotation (Table-4). The Eigen value associated with 

each variable states the variance explained by that 

particular linear component and their percentage of 

variance along with it.

SPSS extracts all the components with an Eigen value 

greater than 1, leaving us with 4 factors.

A principal component approach for extraction is 

adopted with varimax rotation with Kaiser 

Normalization (Table-5).

Taking 0.684 as a cut-off point for factor loading for 

naming the factors, Compensation Management 

Audit Model for Organizational Effectiveness has 

been developed (Figure-1). In this model, following 

four factors have been identified based on data 

obtained in Rotated Component Matrix table :-

 referred as Standardized fair & effectively 

communicated compensation structure and it consists of 

variables cc1, cc2, cc3and cc4 which are shown 

correspondingly on left side with arrows pointing 

towards factor 1.

 referred as Structured online compensation 

documentation and it consists of variables cc7 and cc8 

Factor 1

Factor 2

Table 5 : Rotated Component Matrix*

                                               Component

1 2 3 4

cc1 .885 .149 .075 .027

cc2 .7000 .239 .295 .057

cc3 .754 .238 .094 .305

cc4 .808 .161 .068 .012

cc5 .445 .570 .252 .124

cc6 .265 .654 .216 .262

cc7 .181 .873 .041 .018

cc8 .306 .770 .174 .098

cc9 .502 .277 .385 .082

cc10 .209 .048 .892 .010

cc11 .123 .419 .684 .057

cc12 .409 .266 .539 .444

cc13 .139 .348 .320 .602

cc14 .032 .494 .518 .432

cc15 .074 .051 .069 .842

Extraction Method : Principal Component Analysis.
Rotation Method : Varimax with Kaiser Normalization.

a. Rotation converged in 6 iterations

which are shown correspondingly on left side with 

arrows pointing towards factor 2.

 referred as Smooth handling of compensation 

issues with accountability and it consists of variables cc10 

and cc11 which are shown correspondingly on left 

side with arrows pointing towards factor 3.

 referred as Confidentiality regarding employee’s 

compensation Plan and it consists of single variable cc15 

which is represented same as factor 4.

Factor 3

Factor 4

Along with the model as a significant output of the 

study, there was another aspect revealed while 

comparing the means for the statements. Significant 

gap between the existing satisfaction and expectation 

level regarding the following aspects of compensation 

policies and practices were observed  :

●Compensation strategy matching with the overall 

organizational goals.

●Compensation and benefits as motivating factors 

for production.

Fair & Equitable
Compensation Policy

Proper communication
regarding compensation
plan & policy and
changes in it

Compensation strategy
matching with overall
organizational goals

Compensation &
benefits acting as a
motivating factor for
production

Usage of online HRIS
for HR payroll & Other
HR related information

Proper documentation
& updating of
remuneration related
items

Fewer number of
remuneration related
dispute

Accountability related
to remuneration, tax,
statutory welfare
related matters

Factor 4
Confidentiality regarding

employee's
compensation Plan

Figure 1 : Compensation Management Audit
Model for Organizational Effectiveness

Factor 3
Smooth handling of
compensation issues
with accountability

Factor 2
Structured online

compensation
documentation

Factor 1
Standardized fair &

effectively communicated
compensation structure

Compensation
Management

System for
Organizational
Effectiveness
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●

benefits.

●Attractive reward and bonus structure.

●Regular  re-evaluation of  jobs for  fair  

compensation policy.

Human resource audit has the potential to act as a tool 

for identifying the key areas linked to the various 

parameters of compensation management, which are 

having significant impact on organizational 

effectiveness. The study explains the key parameters 

representing the arenas to be audited on critical basis 

namely :

Duly & timely payment of salary and other 

Conclusion :

1.  Standardized fair & effectively communicated 

compensation structure

2.  Structured online compensation documentation

3.  Smooth handling of compensation issues with 

accountability 

4.  Confidentia l i ty  regarding employee’s  

compensation Plan

It has added a new perspective to the study of human 

resource audit with prime focus on the upcoming 

issues concerning effect ive compensation 

management leading to overall organizational 

effectiveness.
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The deficiency in 

the formulation of 

the scope of work 

results in several 

types of problems. 

While time and cost 

overrun resulting 

from scope related 

issues are very 

obvious, there are 

several other effects 

that were ............

Feature Article
Scope of Work – 

A Strong Beginning towards Project Success

ABSTRACT

It is often seen that a project which is otherwise well defined and managed turns into a failure 

at the end or become a challenged project in mid course. Among the many reasons one that 

deserves special mention is the Scope of Work. It is because of either a wrongly drafted scope of 

work or due to some missing points in the scope of work that the project gets affected. An 

inadequate assessment of scope can lead to a number of problems like Scope Creep, Rework, 

Improper selection of facilities/ equipment and even to the extent of Contractor Default which 

finally affects the time schedule, budget and performance of the project. The concept of project 

success has evolved over the years. While it was determined based on the “iron triangle” of 

cost, time and scope in the initial period, researchers in the later period pooled in a wide range 

of factors , termed them as “critical success factors” and established through survey and 

analysis that these factors have a strong impact on project success. A study of these factors in 

different literature and experiences in projects establishes that scope of work is an important 

contributor among these factors and proper scope formulation is the stepping stone towards 

project success. 

In different literature and research articles on Project Management we often come 

across a term “Statement of Work” (SOW) related to the project. This term “Statement 

of Work” has been defined or rather interpreted in a number of different ways by 

different experts / organizations according to their convenience, since very little has 

been written and delivered on this subject. However, a classic definition has been 
®given by Project Management Institute’s (PMI ’s) Project Management Body of 

®Knowledge (PMBOK ) as “a narrative description of products and services to be 
1supplied under the contract” .This definition resembles the usual terminology “Scope 

2of Work” used in Contracts for any project. According to Lockyer & Gordon  the 

definition of statement of work is found to be more “holistic” in nature as they describe 

it as “For each task ‘statement of work’ is required which describes the activities in the 

task in sufficient detail to provide an unambiguous statement of the task owners 

commitment to the project and thus enable the activity list data to be complete.” A 
3further guideline in defining Statement of Work is suggested by G. Indelicato  which 

reads as “The SOW represents 100% of the work necessary to successfully deliver the 

product or service.” i.e the whole range of supplies and services that are required for a 

project. From all these definitions it can be said that SOW consists of several 

components and the present topic “Scope of Work” is one of those. 

Introduction

Susmit Roy
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4 According to Lewis the four constraints that a project 

manager faces in a handling a project are 

performance, time, cost and the scope of work and 

among them scope influences the project in a way that 

it affects the other three factors considerably. This is 

also evident when he observes - “Defining 

requirements in a project is a major part of project 

definition, and doing so incorrectly or inadequately is 

– I believe – the single most common cause of project 

failure.”. While failure of a project is a readily 

acceptable outcome based on the above factors of 

performance , time , cost and scope , views on project 

success have changed over the years from definitions 

that were limited to the implementation phase of the 

project life cycle to definitions that reflect an 

appreciation of success over the project life cycle. Kam 

Jugdev and Ralph Mueller5 in their research pointed 

out that project success criteria have long gone ahead 

of the traditional “iron triangle” of time , cost and 

scope to the concept of critical success factors and 

project success framework and has taken a more 

holistic view of the project management success and 

the project success as well. 

In the present article effort is made to establish, based 

on the available literature and personal experience in 

project, the utility of having a detailed scope of work 

and formulation of scope, types of failure in the project 

due to wrong formulation of scope and how a clear 

scope of work contributes towards project success.

Stephen R. Covey in his book “Seven Habits of Highly 
6Effective People”  has spelt out the second habit as “To 

Begin with the end in Mind” and went on to explain “ 

To Begin with the End in Mind means to start with a 

clear understanding of your destination. It means to 

know where you’re going so that you better 

understand where you are now and so that steps you 

take are always in the right direction.”A project, as we 

all know is a collection of related activities carried out 

to reach the project goal/objective within constraints 

of time, cost and resources. Therefore, a project 

manager must have a clear understanding of what the 

project objective is? What the project is going to 

achieve? Within what time limit and using what sort of 

resources? With that understanding he can 

Formulation of Scope of work

concentrate on the activities that are required to be 

undertaken to achieve the project goal. The Scope of 

Work is an account of all such activities. 

The development of Scope of Work, involves basically 

two steps:

a) Firming up the project objective – based on 

the requirement indicated by Client. 

b) Data Collection, involves collection of the 

following data

Requirement of the Client

Location of the project, whether the 

project is greenfield or brownfield

Site condition & soil data, this influences 

the basic design

D a t a  r e g a r d i n g  t e c h n o l o g i c a l  

requirement

Equipment data

Data regarding the infrastructural 

facilities

Data regarding logistics

The data collection is usually done through discussion 

with the customer as well as any statutory authorities, 

locally available drawings and other documents and 

also through site visits and independent enquiry from 

the operating personnel as may be required. The 

performance of the above activities to ascertain the total 
7scope is what has been termed by Martin  as 

“Performing Due Dilligence”. Based on the “Due 

Dilligence Report” the scope in its entirety gets finalized. 

The diagram below gives some idea about what goes 

inside the Scope of Work and how does it enable the 

project manager to achieve project success.

•

•

•

•

•

•

•

Exhibit – 1: Scope of Work and Project Success

PROJECT 

SUCCESS

PROJECT 
MANAGER

SCOPE OF 
WORK
 

SUPPLY

FABRN.

ERECN / 
CONSTN.

INSPN.

TECH. ENGG SERVICES INSPN.

TESTING

SCOPE 
REQMT

 

PERFORMA
NCE REQMT

 

TIME 
REQMT

BUDGET 
REQMT

 



9

The different contributing groups like Technology, 
Engineering, Services and Inspection groups frame 
their portion of the requirement from the project in 
the input areas of supply, fabrication, erection or 
construction, inspection and testing to formulate the 
scope of work for the project. It is the job of the Project 
Manager to oversee the process of execution of the 
project in line with time schedule, budget, scope and 
performance requirement. Among these four 
constraints it has been observed that the Scope of 
Work invariably figures out as one of the key factors in 
a project success or failure. 

In projects those are carried out on the basis of 

competitive bidding always require a very well 

drafted Scope of work. In some cases, where the client/ 

consultant entrusted with the duty of preparing a 

Scope of work but don’t have the requisite 

qualification or knowledge to prepare it, can take help 

of experts or the service provider. In one such case, a 

project required preparation of specification and 

scope of work for a portion of the total job of the Slag 

Granulation Plant in a Copper Smelter Project at 

Dahej, Gujarat in Fibre Resistant Plastic of which no 

idea or expertise was available with the consultant. 

The consultant drafted the scope and specification in 

consultation with the Indian Institute of Technology, 

Madras at Chennai. The Institute, which was 

considered pioneer in the design aspect of 

installations using such material and the specialised 

service provider selected by the contractor furnished 

the relevant inputs. The Scope of work was finally 

drafted on the basis of the inputs supplied by these 

two specialist agencies. 

While handling projects it has been observed that a 

well defined Scope of Work in a large project has given 

less trouble than a comparatively smaller project with 

a vaguely defined one. The problem of a vaguely 

defined scope is that, in some cases it misses out an 

important work element or it remains open ended 

with regard to the responsibility of the parties. 

8 Sheila Wilson in her study on “Failed IT Projects (The 

Human Factor)” found that in IT industry behind 

every project success the “Clear Statement of 

Requirements” is an important factor. At the same time 

behind the failure of such projects “Incomplete 

Deficiency in Scope formulation & Project Failures

Requirements & Specifications" and “Changing 

Requirements and Specifications” are the main 

contributing factors. Surprisingly, she found out that 

more than the human factors the reasons above 

contribute more towards the failure of the projects.

Further Surveys carried out on the failure of IT 

projects like the KPMG Canada Survey (1997), The 
9Chaos Report (1995), The OASIG Study (1995)  have all 

pointed out the “Weak Definition of Requirements” or 

“Incomplete Requirements” or “Poor Articulation of 

User Requirements” as one of the root causes of failure 

of a project.

10These factors are further corroborated by D Sommer  

in his article “Avoiding Project Failure” where he 

pointed out 12 (twelve) “mistakes” which are to be 

mitigated to avoid project failure. Among these he 

stressed on proper evaluation of the requirements 

through “intensive due diligence” rather than 

believing “hypes from vendors and industry media”.    

7Michael G. Martin , on the basis of a survey conducted 

by him, has suggested three major contributing factors 

for any failed or challenged projects. These factors are 

also in line with the factors indicated by the above 

writers:

Lack of user input.

Incomplete requirements and specifications.

Changing requirements and specifications.

Careful studies of these factors reveal that they can be 

attributed to one major reason i.e the lack of proper 

Scope of work. 

•

•

•

The deficiency in the formulation of the scope of work 

results in several types of problems. While time and 

cost overrun resulting from scope related issues are 

very obvious, there are several other effects that were 

observed while working on different projects. The 

effects are as below :

Exhibit -2: Different types of project failure due to 
deficiency in Scope of Work

Types of Failures Scope Creep Rework Wrong 
selection of 
Eqpt./ 
facilities

Contractor 
default

Percentage of Projects 
failed/challenged

85 10 2 3

Scope of Work – A Strong Beginning towards Project Success
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a) Scope Creep – Gradual addition of work in the 

scope without corresponding change in the 

original time schedule, budget and other 

effects. As observed by the author this has been 

a single most common factor endangering any 
11project. According to Turk  the reasons for 

scope creep are – Poor, initial requirements, 

unwilling ness to say no to a client, No formal 

review and approval process for change , 

Allowing people who do not do the work to 

accept the changes, Ego of the project manager 

and above all the thinking that one little change 

won’t matter.

b) Rework – The amount of rework depends on 

the nature of addition or deletion in the scope. 

Some times this change may require reworking 

on the scope that is already there in order to 

match with the addition or deletion.

c) Wrong selection of equipments/facilities – This 

is one of the most significant or rather 

dangerous consequences of formulating the 

scope without much study or fact finding. In 

some cases it is found that (although rare) the 

equipment/ facility based on which the project 

is conceived and got started are not available at 

the mid stage of the project. 

d) Contractor defaulting or not agreeing to carry 

out the work – This can be caused when the 

contractor ’s offer is based on a vague 

description in the scope of work and 

subsequently it is found  that an important 

work element is missed out and the contractor 

is not in a position to carry out this element 

within his contract. Sometimes these are items 

of technological/ safety and requirement that 

have to be provided.

The author in his career has encountered these types 

of failure problems in the projects which can be 

attributed basically to the deficiency in the 

formulation of the scope of work. The following table 

gives the relative percentage of the different type of 

failures as given above in the total number of projects 

in steel plants that have experienced failure as far as 

scope of work is concerned.

While it has been observed that the major reason for a 

troubled project remains the scope creep, the issue of 

rework or wrong selection of facility based on 

improper assessment of scope also contributes to 

failure at times. It was also observed that in some cases 

due to some addition in the scope of work at a later 

stage in the project required considerable amount of 

reworking in the original scope and that in a way 

contributed to project and cost overruns. Contractor 

default usually occurs with small contractor taking up 

jobs without properly assessing the quantity of the job 

and their responsibility. In a project in one of the steel 

plants, a Contractor , who was till then carrying out 

smaller jobs in the same plant, got selected for the 

project on the basis of their lower estimate of the 

quantity and their resulting offer. In that turnkey type 

job, the steel plant had to take special sanction and 

supply additional material (to offset the shortfall in 

their assessment and also to fulfil the requirement of 

the scope) to the tune of about 400 tonnes just to get 

the job completed. Although the Contractor was 

blacklisted after this incident but such type of 

incidents occur in projects. 

Inadequate assessment of the scope can also lead to 

improper or inadequate selection of facilities which 

finally has a bearing on the project and has the 

capacity to put the project in trouble. An example of a 

small project in one of the integrated steel plants of the 

country can be cited where inadequate detailing of the 

scope of work landed the project into trouble. The 

project was that of an augmentation of Iron Ore 

Screening facility in an existing Screen House in the 

plant. The scope of work suggested that the existing 

Screen House has to be modified and strengthened in 

view of the new screens of higher capacity to be 

installed in the building. The consultant, who was 

entrusted with the responsibility of preparing the 

tender specification, had a lot of deliberations, 

discussions and site visits before drafting the scope of 

work and also worked out the time and the cost 

estimate. But, while carrying out these activities it was 

never considered that there might arise a possibility of 

extending the existing building to accommodate new 

screens in the building. Though it was considered that 

the existing floor beams and columns and floor 

bracings need to be modified and strengthened 

according to the new screen but no extension! During 

project execution, it was found that the screen 
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suppliers (the same supplier of the existing screen 

long back) had supplied new screens which were of 

much bigger size than the existing ones. On enquiry, 

they came out with the explanation that in spite of 

their best effort, they cannot squeeze the screen size 

due to the requirement of screening capacity and the 

technology available with them at that point of time. 

The result – two new screens could not be 

accommodated in the existing building. The extension 

of the building became inevitable. This resulted in a 

deviation in the scope of work, cost and time 

requirement. The Contractor, finding this as an 

opportunity, indicated that this extension of the 

building was outside their stated scope of work and as 

a result beyond their cost and time consideration of 

the present project and the project landed into 

trouble. The trouble was due to the fact that there was 

no mention of the possible extension of the building 

earlier in the Scope of Work.

Sometimes, this Contractor default takes place with 

the Contractor while dealing with his sub-contractor, 

which may result in sudden exit of the sub-contractor 

from the job scene. However, after analyzing some of 

such cases it is felt that apart from other considerations 

lack of clarity in their respective scope and 

responsibilities plays a significant role.

Understanding Success as an outcome has evolved 

over the years particularly with respect to the projects. 
12In the earlier periods according to Atkinson , Cooke-

13 14Davies  & Hartman  the success criteria was based on 

the “iron triangle” of time, cost and specification. 

However, in the later periods a more holistic 

understanding of the project success included the 

view point of stakeholders and correlated project 

management success with the project success. In the 

later periods the project management laid emphasis 

on developing factors called Critical Success Factors 

(CSF). According to Kerzner15 CSFs are “ elements 

required to create an environment where projects are 

managed consistently with excellence”. The first 

application of CSF in project management according 

to Zwaikael and Globerson16 was made by Rubin & 

Seeling17 who investigated the impact of project 

Clarity in Scope of Work and Project Success

Exhibit -3 : Critical Success Factors and their 
Frequency of Quotation in different Literatures

Critical Success Factors Frequency of Quotation in Literature (9 
literature considered)

Project Plan 7

Top Management Support

 

6

 

Personnel Requirement 6

Monitoring and Feedback 6

Customer Involvement 5

Project Requirement & Objectives

 
5

 Adequate spending 5

Technical Tasks 4

Communication 4

Project Strategy 3

(Note: The number 7 for example denotes that out of 9 literatures 
7 has considered “Project Plan” as success factor)

Exhibit -4 : Standish Report (1995) – Responses 
against different Project Success Factors

(Note: The responses are from the executive managers in IT 
Industry- consisting of large, medium and small companies)

Project Success Factors % age of Responses

User Involvement 15.9

Executive Management Support 13.9

Clear Statement of Requirements 13.0

Proper planning 9.6

 

Realistic Expectations 8.2  

Smaller Project Milestones
 

7.7
 

Competent Staff 7.2

Owner ship 5.3

Clear Vision & Objectives 2.9

Hard-working & Focussed Staff 2.4

Other 13.9

experience and the size of the previously managed 

project , on project success.

18Researchers like Pinto & Slevin  in subsequent years 

identified ten CSFs and studied their impact on 

project success. Apart from them several researchers 

both before and after studied different factors and 

their effects on project success. Zwaikael & 
16Globerson  in their writing compared CSF in selected 

project management literature sorted by the 

frequency of their quotation of each success factor. 

From amongst these success factors the following ten 

are the most frequently quoted:

19The Standish Group Chaos report  on success and 

Failure of IT projects in 1995 has listed ten factors for 

project success based on their survey as below:

Scope of Work – A Strong Beginning towards Project Success
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From the literature and surveys conducted over the 

years on the projects it is quite evident that in project 

success the Scope of Work comes out as a key 

ingredient. Whether it is in the form of “Project 

Requirements and Objectives” or “Technical tasks” or 

“Clear Statement of Requirements” as in the Standish 

Report of which scope of work is a part stands much 

above the other factors contributing towards the 

success of a project clearly indicating the importance 

of scope of work.

Nadim F. Matta and Ronald N. Ashkenas20 in their 

article “Why Good Projects Fail Anyway” pointed out 

that “Unless the end product is very well understood, 

as it is in highly technical engineering projects such as 

building an airplane, it’s almost inevitable that some 

things will be left off the plan.” A well drafted Scope of 

Work, according to Matta and Ashkenas reduces the 

“White Space Risk” i.e leaving out some activities in 

Conclusion

the total scope of activities and the “Integration Risk” 

i.e pieces are not knit together although they are 

individually performed well within time and budget. 

Considering the benefits that we derive from a detail 

Scope of Work, the cost associated with developing it is 

worth incurring. Like cost, the Scope of Work also 

requires considerable amount of time and effort, but 

once prepared it can be used as device to measure the 

success or failure of any project. Therefore, in order to 

have “Project Success” as the end product and not a 

“Failed or Challenged Project” requires a good 

beginning with a very sound and detailed Scope of 

Work.  
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Feature Article
Enhancing Employee Work Engagement :

Issues and Challenges

ABSTRACT

This paper provides a review of the literature on employee engagement, based on studies from 

academic and business sources. Areas of focus include defining the concept of employee work 

engagement, components of employee work engagement, impact on business performance, 

drivers of employee engagement and issues and challenges of enhancing employee work 

engagement. Engaged employees are emotionally attached to their organization and highly 

involved in their job with a great enthusiasm for the success of their organization, going extra 

mile beyond the employment contractual agreement. Based on the findings from the literature 

a model is proposed which depicts the antecedent and consequence of employee engagement. 

The paper also identifies the issues and challenges before organizations for enhancing 

employee work engagement.

ccording to Buckingham (1999), who first compiled the results from the Gallup 

research on engagement; less than one in every five workers is actively 

engaged in their work. This low rate of engagement has continued to be found on 

many other surveys conducted in the past years and represents a global crisis in 

productivity and worker well-being. According to a survey of 656 chief executive 

officers (CEOs) from countries around the world (Wah,1999), engaging employees 

has emerged as one of the top five most important challenges for management.

To date, there is no generally accepted definition for the term employee 

engagement. Perrin’s Global Workforce Study (2003) uses the definition 

“employees’ willingness and ability to help their company succeed, largely by 

providing discretionary effort on a sustainable basis.” According to the study, 

engagement is affected by many factors which involve both emotional and rational 

factors relating to work and the overall work experience. Gallup organization, 

defines employee engagement as the involvement with and enthusiasm for work. 

Gallup as cited by Demovsek (2008) equates employee engagement to a positive 

employees’ emotional attachment and employees’ commitment. Robinson et al. 

(2004) define employee engagement as “a positive attitude held by the employee 

towards the organization and its value. An engaged employee is aware of business 

context, and works with colleagues to improve performance within the job for the 

benefit of the organization. The organization must work to develop and nurture 

engagement, which requires a two-way relationship between employer and 

employee.” This verdict and definition forwarded by Institute of Employment 

Understanding employee engagement

A
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Studies gives a clear insight that employee 

engagement is the result of two-way relationship 

between employer and employee pointing out that 

there are things to be done by both sides. Furthermore, 

Fernandez (2007) shows the distinction between job 

satisfaction and engagement and contend that 

employee satisfaction is not the same as employee 

engagement. Managers cannot rely on employee 

satisfaction to help retain the best and the brightest, 

employee engagement becomes a critical concept. 

Other researchers take job satisfaction as a part of 

engagement, but it can merely reflect a superficial, 

transactional relationship; engagement is about 

passion and commitment - the willingness to invest 

oneself and expand one’s discretionary effort to help 

the employer succeed, which is beyond simple 

satisfaction with the employment or basic loyalty to 

the employer (Blessing White, 2008; Macey and 

Schnieder,2008). Therefore, the full engagement 

equation is obtained by aligning maximum job 

satisfaction and maximum job contribution. Stephen 

Young, also distinguishes between job satisfaction and 

engagement contending that only engagement (not 

satisfaction) is  the strongest predictor of 

organizational performance (Human Resources, 

2007).

Most efforts to measure engagement have been at the 

level of the individual worker. These individual-level 

scores can be aggregated to measure engagement at 

the organizational or work group level as well. The 

Utrecht Work Engagement Scale (UWES) is a popular 

tool that measures three areas of work engagement 

representing behavioral, emotional, and cognitive 

dimensions (Schaufeli, Bakker, & Salanova, 2006). 

These three dimensions correspond to worker 

engagement themes of vigor, dedication, and 

absorption in one’s work. The emotional vigor 

component of worker well-being has proven to be 

especially important in explaining why employees 

give extra effort at work (Robinson, Perryman, & 

Hayday, 2004; Towers Perrin, 2008) and can be 

measured by a 12-item scale (Shirom, 2003; Smith, 

Wefald, Downey, & Gopalan, 2008). Leading 

international business consulting companies have 

also developed their own proprietary survey tools and 

Components of  employee engagement & 

measurement

processes for measuring work engagement that 

address similar themes. Some of these consulting 

organizations include Blessing White, Gallup, Hewitt, 

Sirota, Towers Perrin, Valtera, and Watson Wyatt 

Worldwide. One of the more influential approaches in 

this area comes from the Gallup Organization (Harter, 

Schmidt, & Keyes, 2003; Harter & Schmidt, 2008). Over 

the past 30 years, Gallup researchers have 

qualitatively and quantitatively assessed the most 

salient employee perceptions of management 

practices across a wide variety of industries. The 

methodology underlying this research has been 

centered on the study of success—the study of 

productive work groups and individuals—rather than 

the study of failure in organizations. Results of this 

work have yielded a 12-item Worker Engagement 

Index. Sample items from the Q12 index include ‘‘Is 

there someone at work who encourages your 

development?’’ ‘‘In the last seven days, have you 

received recognition or praise for doing good work?’’ 

and ‘‘Do you have a best friend at work?’’

If looked at the available literatures on measuring 

employee engagement, one would get surprisingly 

several measurement items to the extent that it seems 

different constructs are being measured (Robinson et 

al, 2004; Cohen and Higgins, 2007; Ellis and Sorenson, 

2007). Future researches are expected to come up with 

clear definition and dimensions of employee 

engagement on basis of which the level of 

engagement can be measured thereby pointing out to 

managers the roadmap for fully engaging employees 

in their job.

Towers Perrin (2006) study compared groups of highly 

engaged workers with groups of less engaged 

employees. Key findings of these comparisons show 

that, highly engaged employees believe that they can 

positively affect the quality of their company’s 

products, customer service, costs in their job and 

perform better on the job. 

Gallup organization has provided perhaps the most 

convincing evidence of the link between engagement 

and company financial profits due to large number of 

studies conducted, the large sample sizes used in the 

studies and the advanced methodologies that were 

employed to collect ‘‘hard data’’ from company 

Impact on business performance
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records and archival databases (Harter et al., 2003). A 

meta-analysis of dozens of different Gallup studies 

compared results from business units within large 

companies and also compared companies with other 

companies. The findings showed that having a work 

environment that promoted positive employee 

engagement was consistently associated with 

beneficial business outcomes, including reduced 

employee turnover, customer satisfaction, employee 

productivity, and company profit. Thus, better 

employee engagement is related to lower levels of 

employee absenteeism and higher levels of other 

positive business outcomes. The human capital 

studies by Watson Wyatt (2002) examined company 

stock performance over time and the company’s use 

of various human capital (engagement enhancing) 

practices at 51 companies in the United States and 

Canada. The results showed that a ‘‘Human Capital 

Index’’ score from the year 1999 was significantly 

correlated with future financial performance 2 years 

later in 2001 and that this effect was four times 

stronger than the correlation of company financial 

performance from 1999. Thus, future business success 

was predicted relatively better by how the company 

treated its people than by its own past financial 

performance. Two other later studies replicated these 

primary results and enlarged the sample to include 

European companies (Watson Wyatt, 2004, 2005b).

Study by Baumruk and Gorman (2006) report that 

engaged employee consistently demonstrates three 

general behaviors which improve organizational 

performance :

• Say - the employee advocates for the organization 

to co-workers, and refers potential employees and 

customers

• Stay - the employee has an intense desire to be a 

member of the organization despite opportunities 

to work elsewhere and,

• Strive - the employee exerts extra time, effort and 

initiative to contribute to the success of the 

business.

Many researchers have tried to identify factors 

leading to employee engagement and developed 

models to draw implications for managers. Their 

Drivers of employee engagement

diagnosis aims to determine the drivers that will 

increase employee engagement level. According to 

Penna research report (2007) meaning at work has the 

potential to be valuable way of bringing employers 

and employees closer together to the benefit of both 

where employees experience a sense of community, 

the space to be themselves and the opportunity to 

make a contribution, they find meaning. Employees 

want to work in the organizations in which they find 

meaning at work. Penna (2007) researchers have also 

come up with a new model they called “Hierarchy of 

engagement” which resembles Maslow’s need 

hierarchy model. In the bottom there are basic needs 

of pay and benefits. Once an employee satisfied these 

needs, then the employee looks to development 

opportunities, the possibility for promotion and then 

leadership style. Finally, when the lower level 

aspirations have been satisfied the employee looks to 

alignment, which is displayed by a true sense of 

connection, a common purpose and a shared sense of 

meaning at work. The employee work engagement 

hierarchy is given at figure 1.

Figure 1 : The Employee work engagement 

Hierarchy

The Blessing White (2006) study has found that almost 

two third’s (60%) of the surveyed employees want 

more opportunities to grow forward to remain 

satisfied in their jobs. Strong manager-employee 

relationship is a crucial ingredient in the employee 

engagement and retention formula.

Development Dimensions International (DDI, 2005) 

states that a organisations must do five things to create 

a highly engaged workforce. These are :

Shared
purpose  &

meaning in work

Pay and Benefits

Development opportunies
& Growth

Leadership Style
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• Align efforts with strategy

• Empower

• Promote and encourage teamwork and 

collaboration

• Help people grow and develop

• Provide support and recognition where 

appropriate

Towers Perrin Talent Report (2003) identifies the top 

ten work place attributes which will result in 

employee engagement. The top three among the ten 

drivers listed by Perrin are : Senior management’s 

interest in employees ‘well-being, Challenging work 

and Decision making authority. After surveying 

10,000 NHS employees in Great Britain, Institute of 

Employment Studies (Robinson et al., 2004) points out 

that the key driver of employee engagement is a sense 

of feeling valued and involved, which has the 

components such as involvement in decision making, 

the extent to which employees feel able to voice their 

ideas, the opportunities employees have to develop 

their jobs and the extent to which the organization is 

concerned for employees’ health and well-being. 

Research studies found that low levels of perceived 

organizational support predicted increased job strain 

symptoms among employees, such as feeling fatigued 

or anxious or having headaches (Rhoades & 

Eisenberger, 2002). Providing relevant kinds of job 

resources can buffer the negative impact of stressful 

job demands and poor working conditions and thus 

increase employee work engagement. Organisations 

that communicated effectively with their employees 

were four times more likely to also have high levels of 

employee engagement, compared to firms that 

communicated less effectively (Watson Wyatt, 2007). 

Clear and consistent communication of what is 

expected of them paves the way for engaged 

workforce.

Gallup has found that HR practice is the key to an 

engaged work force. Vance (2006) explains the fact that 

employee engagement is inextricably linked with 

employer practices. According to him, employee 

engagement is the outcome of personal attributes 

such as knowledge, skills, abilities, temperament, 

attitudes and personality, organizational context 

which includes leadership, physical setting and social 

setting and HR practices that directly affect the 

person, process and context components of job 

performance.

A model depicting the antecedent and consequence of 

employee work engagement based on preceding 

deliberations is proposed at Figure 2. As per this model 

the HR practices such as recruitment process, role & 

talent fit, job design, development opportunities, pay 

& compensation management should be aligned to 

the organizational  context  and employee 

characteristics. Thus when the alignment is strong, it 

will lead to greater employee engagement. 

We now discuss the issues and challenges for 

organizations to enhance employee work 

engagement.

Leadership style and support is crucial for 

encouraging employee engagement. Employee 

engagement requires leadership commitment 

through establishing clear mission, vision and values. 

Unless the people at the top believe in it, own it, pass it 

down to managers and employees, and enhance their 

leadership, employee engagement will never be more 

than just a “corporate fad” or “another HR thing”. 

Employee engagement does not need lip-service 

rather dedicated heart and action-oriented service 

from top management. It requires “Leading by Being 

“. Such a leader provides a clear vision, inspires and 

motivates, offers intellectual challenges, and shows 

real interest in the needs of the workers. This kind of 

leader elevates the personal status of workers through 

his or her ability to demonstrate humility, values, and 

concern for others. Other important leadership 

attributes include being authentic and showing 

emotional competence with others. The result of this 

style of leadership is often that employees develop 

greater trust in management and have an improved 

sense of self-efficacy, both of which are factors that are 

strongly associated with well-being and productivity.

The culture of an organization can also be changed to 

recognize and reduce the organizational conditions 

that lead to work stress and disengagement. Winners 

of the Healthy Workplace Awards from the American 

Issues and challenges

Leadership style

Organisation Culture
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Psychological Association are based on the following 

five factors that contribute to a healthy workplace 

culture: Supporting work–life balance, fostering 

employee growth and development, encouraging 

health and safety on the job, praise and recognition, 

and employee involvement & engagement (Grawitch, 

Gottschalk, & Munz, 2006). There are also certain 

management principles that facilitate community-

building efforts in organizations (Gravenkemper, 

2007). Some of these principles include having a 

compelling company vision, creating guidelines for 

decision making and work behaviors that are based on 

principles and ethics rather than on rules and 

punishments, and enacting assimilation strategies for 

new staff so that they can understand the culture of 

the organization.

Organizations should encourage independent 

thinking in employees by giving them more job 

autonomy. Employees should have the freedom to 

choose their own best of doing their job as long as they 

are producing satisfactory results. Thus organizations 

should encourage managing through results rather 

than trying to manage all the processes by which 

result is achieved. When employees are involved in 

decision making process, they feel a sense of 

belongingness thereby increasing their engagement. 

Decision making Authority

On the contrary, psychologically demanding work 

coupled with little opportunity for decisions or use 

personal skill can result in low level of work 

engagement.

Organizations should also attempt to minimize 

stressful working conditions, as these factors are the 

main predictors of employee exhaustion and burnout. 

Such efforts can include removing problematic or 

disliked parts of job tasks and technical operations, 

adopting more ergonomic workplace equipment, 

adding some flexibility to work schedules and 

workload, improving role clarity and decision-making 

authority of workers, and fostering opportunities for 

positive social relationships at work.

Effective recruitment and orientation programs are 

the first building blocks to be laid on the first day of the 

new employee. Organizations should have objective 

recruitment template in terms of the desired 

knowledge, skill and attitude requirement of its 

employees. The newly hired employee should be 

given both general orientation which is related to the 

company mission, vision, values, policies and 

procedures and job-specific orientation such as his/her 

job duties, and responsibilities, goals and current 

Working Conditions

Recruitment process & Orientation

Figure 2: A model of antecedent and consequence of employee engagement

Organisation context

Leadership style

Organisation culture

Decision making authority

Working condition

HR Practices

Recruitment process & orientation

Role & talent fit

Job design

Development opportunity

Pay and compensation management

Feedback system
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Knowledge & skill

Attitude

Aspiration

Personality
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work
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Employee outcome

Employee advocacy

Increased Employee productivity
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Business outcome

Reduced employee turnover customer

satisfaction, productivity company profit
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priorities of the department to which the employee 

belongs in order to enable him/her to develop realistic 

job expectations and reduce role conflict that might 

arise in the future.

After the hiring decision is made, the challenge for the 

organization is to ensure role-talent fit when placing 

an employee in a certain position and exert all 

managerial efforts needed to retain that talent in the 

organization. The specific elements and tasks of work 

can be redesigned to use the employee’s strengths and 

employees can be placed into jobs that better match 

their abilities and talents.

The specific elements and tasks of work can be 

redesigned to use the employee’s strengths. 

Employees having higher skill levels should be 

assigned more challenging jobs as opposed to 

employees having less skill. Similarly employees have 

their own likes and dislikes. Some employees like 

planning types of jobs while some others like action 

oriented jobs. Ergonomic is an important element of 

job design. It helps to design jobs in such a way that 

employees’ physical abilities and job demands are 

balanced. It does not alter the nature of job tasks, but 

alters the location of tools, switches and other 

facilities, keeping in view that handling the job is the 

primary consideration.The challenge before the 

organisation is to place employees into the jobs that 

better match their abilities and talents.

Organisations should help employees update their 

knowledge and skills through giving appropriate 

training. Generally it is understood that when 

employees get to know more about their job, their 

confidence increases which enable them to work 

without much supervision from their immediate 

managers leading to their self-efficacy and 

commitment. Opportunity for learning and 

development is a key factor for enhancing employee 

engagement.

It can be said that compensation is the “glue” that 

binds the employee and the employer together is 

Role and talent fit

Job design

Development opportunity

Pay and compensation management

generally codified in the form of a contract or a 

mutually binding legal document that spells out 

exactly how much should be paid to the employee and 

the components of the compensation package. 

Though, in the employee engagement hierarchy (Fig 

1) compensation is at the bottom rung of the pyramid, 

for a majority of employees, getting the right 

compensation is by itself a motivating factor. 

Organisations should treat the employees as “creators 

and drivers of value” rather than one more factor of 

production and pay close attention to how much they 

pay, the kind of components that this pay includes and 

whether they are offering competitive compensation 

to attract the best talent. The pay and compensation 

management should be in line with the organizational 

contextual factors such as type of industry, availability 

of skill, nature of the job and employee characteristics 

like the nature of knowledge and skill and employee 

aspiration. Unless the employer and the employee are 

in broad agreement, the net result is dissatisfaction 

from the employee’s perspective and friction in the 

relationship.

Conducting regular survey of employee engagement 

level helps in identifying factors that make employees 

engaged. After finalizing the survey, it is advisable to 

determine all the factors that are driving engagement 

in the organization and then narrow down the list of 

factors to focus on two or three areas. Initial survey 

might throw up many factors which the organization 

may find difficult to handle. It is important that 

organizations begin with a concentration on the 

factors that will make the most difference to the 

employees and put energy around improving these 

areas as it may be difficult to address all factors at once. 

Managers should be behind such survey results and 

develop action oriented plans that are specific, 

measurable, accountable and timebound.

From the review of literature, we can find that, there is 

no generally accepted definition for employee 

engagement. However, there is growing consensus 

among the authors that  the construct  is  

distinguishable from related concepts in management 

such as employee commitment, organizational 

citizenship behavior and job satisfaction and it has 

Effective Feedback System

Conclusion
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stretched meaning beyond the aforementioned 

constructs. Literature has indicated that employee 

engagement is closely linked with organizational 

performance outcomes. Companies with engaged 

employees have higher employee retention as a result 

of reduced turnover and reduced intention to leave 

the company, productivity, profitability, growth and 

customer satisfaction. On the other hand, companies 

with disengaged employees suffer from waste of 

effort and bleed talent, earn less commitment from the 

employees, face increased absenteeism and have less 

customer orientation, less productivity, and reduced 

operating margins and net profit margins.

Most drivers that lead to employee engagement are 

non-financial in nature. This is simply to repeat the old 

saying which goes “as social being, human resource is 

not motivated by money alone.” As Buckingham and 

Coffman (2005) said, pay and benefits are equally 

important to every employee, good or bad. A 

company’s pay should at least be comparable to the 

market average. However, bringing pay and benefits 

package up to market levels, which is the first step, will 

not take a company very far- they are like tickets to the 

tournament -they can get the company into the game, 

but can’t help it win. Therefore, any organization who 

has committed leadership can achieve the desired 

level of work engagement with less cost of doing it by 

aligning its HR practices such as recruitment process, 

role & talent fit, job design, development 

opportunities, pay & compensation management 

with the organizational context and employee 

characteristics.
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Feature Article
Rationality in Decision-Making

ABSTRACT

The rational model of judgment and decision making is one of our most important managerial 

theories. This idea had a profound and widely regarded impact on many fields—including 

economics, business and human behavior.  But many years of research and thinking is 

challenging this idea. A groundbreaking theory explains the two systems that drive the way 

we think. System 1 is fast, intuitive, and emotional; System 2 is slower, more deliberative, and 

more logical. The impact of loss aversion and overconfidence on corporate strategies, the 

difficulties of predicting what will make us happy in the future, the challenges of properly 

framing risks at work and business, the profound effect of cognitive biases on everything from 

playing the stock market to planning a  project  can be understood  by knowing how the two 

systems work together to shape our judgments and decisions.

uman irrationality is a great theme in management science.  A series of 

experiments have revealed “cognitive biases” which are unconscious errors 

of reasoning that distort our judgment of the world. Typical of these is the 

“anchoring effect”: our tendency to be influenced by irrelevant numbers that we 

happen to be exposed to.  In one experiment, for instance, it was shown that people 

making decisions under uncertain conditions do not behave in the way that 

economic models have traditionally assumed.  They do not “maximize utility.” 

For the last decade or so a band of scholars has been trying to cast off the long-

accepted “rational agent” theory of economic behavior—the one that says that 

people, in their economic lives, behave like calculating robots, making rational 

decisions when they buy a stock, take out a mortgage, or go to the track. These 

scholars have offered a trove of evidence that people, far from being the rational 

agents of textbook lore, are often inconsistent, emotional, and biased. Surprisingly , 

the pioneers of this field were not economists. Daniel Kahneman and Amos Tversky 

were psychologists who noticed that real people often do not make decisions as 

economists say they do. The two then developed an alternative account of decision 

making, one more faithful to human psychology, which they called “prospect 

theory.” It was for this achievement that Kahneman was awarded the Nobel in 2002. 

Kahneman has a lot to say about how we think, react, and reach—rather, jump 

to—conclusions in all spheres. What most interests Kahneman are the predictable 

ways that errors of judgment occur. Synthesizing decades of his research, as well as 

that of colleagues, Kahneman lays out an architecture of human decision-

making—a map of the mind that resembles a finely tuned machine with some 
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notable trapdoors and faulty wiring. Prior to him other 

behavioral economists have been cataloging people’s 

systematic mistakes and non-logical patterns for 

years. A few of the examples are :

Test subjects are more likely to opt for surgery if told 

that the “survival” rate is 90 percent, rather than that 

the mortality rate is 10 percent. 

People seek to avoid feelings of regret; thus, they 

invest more money and time in a project with dubious 

results rather than give it up and admit they were 

wrong. 

In experiments, most subjects would prefer to receive 

a sure   Rs46 than have a 50 percent chance of making 

Rs100. A rational agent would take the bet. 

Kahneman’s major contribution is to build a 

framework for how, or why, the mind reasons as it 

does. He introduced his central theme —using two 

fictional “characters,” which he refers to as System 1 

and System 2. 

 (Thinking Fast) is unconscious, intuitive and 

effort-free. System 2 (Thinking Slow) is conscious, uses 

deductive reasoning and is an awful lot of work. 

System 2 likes to think it is in charge but it’s really the 

irrepressible System 1 that runs the show. There is 

simply too much going on in our lives for System 2 to 

analyze everything. System 2 has to pick its moments 

with care; it is “lazy” out of necessity.

  is the conscious, thinking mind. We conceive 

of this active consciousness as the principal actor, the 

“decider” in our lives. System 2 thinks slowly; it 

considers, evaluates, reasons. Its work requires mental 

effort—multiplying 24 by 17 or turning left at a busy 

intersection. We attribute most of our opinions and 

decisions to this thinking, reasonable fellow. 

For Kahneman, however, the main protagonist is 

System 1. This is the agent of our automatic and 

effortless mental responses. System 1 can add single-

digit numbers and fill in the phrase “bread and —.” It 

is equipped with a nuanced picture of the world, the 

product of retained memory and learned patterns of 

1. Framing : 

2.  The sunk-cost fallacy :

3. Loss aversion :

System 1

System 2

association (There is a little bit of  SAIL…..) that enable 

it to spew out a stream of reactions, judgments, 

opinions. System 1 can detect a note of anger in a voice 

on the telephone; it forms snap judgments about those 

we meet, investments that we might be considering.

The flaw in this remarkable machine is that System 1 

works with as little or as much information as it has. 

System 1 simplifies, confirms—it looks for, and 

believes it sees, narrative coherence in an often 

random world. It does not perform complicated feats 

of logic or statistical evaluations. You hear about a 

terrorist incident and want to avoid all buses and 

trains; only if you slow down, employ the tools of 

System 2, do you realize that the risks of terrorism 

affecting you are very slight. 

Willpower requires effort.  It is a feature of System 2. 

Kahneman suggests that the ability to switch to 

System 2 is a sign of an “active mind” and a predictor of 

success. This framework is remarkably effective in 

describing how we think; we believe we are creatures 

of our thinking selves, but many of our opinions 

merely ratify our automatic responses. In contrast to 

Malcolm Gladwell, Kahneman is telling us not to 

blink. 

Thinking, Fast and Slow(1) his recent book is rife with 

lessons on how to overcome bias in daily life. 

Kahneman advises that “recognize the signs that you 

are in a cognitive minefield, slow down, and ask for 

reinforcement from System 2.” The next time a friend 

pops off about the stock market or cricket , I will 

wonder: Does he  know? Or is this just his reflexive 

self? I will never think about thinking quite the same. 

Kahneman distils a lifetime of research into an 

encyclopedic coverage of both the surprising miracles 

and the equally surprising mistakes of our conscious 

and unconscious thinking. 

Psychologists generally tend to emphasise the failings 

of System 1 intuition, creating an impression of vast 

human irrationality. But Kahneman dislikes the word 

“irrationality” and one of the signal strengths of 

decision-making is to combine the positive and 

negative views of intuition into one coherent whole. 

In Kahneman’s words, System 1 is “indeed the origin 

of much that we do wrong” but it is critical to 

understand that “it is also the origin of most of what 

we do right – which is most of what we do”.
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Recognize Patterns  :

Over-confidence :

Halo Effect :

The “marvels” of System 1 include an ability to 

recognise patterns in a fraction of a second, so that it 

will “automatically produce adequate solutions to 

c h a l l e n g e s ” .  A n  e v e n  m o r e  r e m a r k a b l e  

accomplishment is “expert intuition”, in which after 

much practice a trained expert, such as a doctor or a 

firefighter, can unconsciously produce the right 

response to complex emergencies. The classic example 

is the firefighting captain who correctly anticipates 

that a factory on fire is about to explode and gets his 

team out in time yet cannot articulate why he knew 

that.

However, we get probability and uncertainty terribly 

wrong, usually leading to overconfidence and 

mistaken decisions. We react to identical situations 

differently depending on what is already on our 

minds. The related “planning fallacy” is excess 

optimism on projects. In a classic case, planners 

estimated that the new Scottish parliament building in 

Edinburgh would cost up to £40m in 1997; the final 

cost on completion in 2004 was £431m. We also fail to 

cut our losses as we realize how mistaken our 

expectations were. We ignore the possibility of rare 

events, except when such an event has occurred 

recently, and then we vastly overstate the likelihood of 

it happening again. 

Even the experts are prone to the mistakes of System 1 

listed above. Expertise can be learnt by prolonged 

exposure to situations that are “sufficiently regular to 

be predictable”, and in which the expert gets quick 

and decisive feedback on whether he did the right or 

the wrong thing. Experts can thus train their 

unconscious “pattern recognition” mechanism to 

produce the right answer quickly. 

Another classic bias is called the “halo effect”, when 

somebody very good at some things is falsely assumed 

to be good at everything. All of us, and especially 

experts, are prone to an exaggerated sense of how well 

we understand the world. Despite all the cognitive 

biases, fallacies and illusions influence decisions. 

There are “systematic errors in the thinking of normal 

people”: errors arising not from the corrupting effects 

of emotion, but built into our evolved cognitive 

machinery. 

 System 1 uses association and metaphor to produce a 

quick and dirty draft of reality, which System 2 draws 

on to arrive at explicit beliefs and reasoned choices. 

System 1 proposes,  System 2 disposes. So System 2 

would seem to be the boss, right? In principle, yes. But 

System 2, in addition to being more deliberate and 

rational, is also lazy. And it tires easily. Too often, 

instead of slowing things down and analyzing them, 

System 2 is content to accept the easy but unreliable 

story about the world that System 1 feeds to it. 

The planning fallacy is “only one of the manifestations 

of a pervasive optimistic bias,” which “may well be the 

most significant of the cognitive biases.” Now, in one 

sense, a bias toward optimism is obviously bad, since it 

generates false beliefs — like the belief that we are in 

control, and not the playthings of luck. But without 

this “illusion of control,” would we even be able to get 

out of bed in the morning? Optimists are more 

psychologically resilient, have stronger immune 

systems, and live longer on average than their more 

reality-based counterparts. Moreover, exaggerated 

optimism serves to protect both individuals and 

organizations from the paralyzing effects of another 

bias, “loss aversion”: our tendency to fear losses more 

than we value gains. It was exaggerated optimism that 

John Maynard Keynes had in mind when he talked of 

the “animal spirits”(2,3) that drive capitalism.

Even if we could rid ourselves of the biases and it is by 

no means clear that this would make our lives go 

better. And that raises a fundamental question: What 

is the point of rationality? We are, after all, 

Darwinian(4) survivors. Our everyday reasoning 

abilities have evolved to cope efficiently with a 

complex and dynamic environment. They are thus 

likely to be adaptive in this environment.

Conclusion  :

3. Keynes, John Maynard, 1973. The General Theory of 

Employment, Interest and Money: McMillan.

4. Charles Darwin, Origin of Species. Penguin Classics

References :

1. Kahneman, Daniel . 2011. Thinking ,Fast and Slow: 

Allen Lane.

2. Akerlof, George A, Shiller Robert J, Animal Spirit. 

2010: Princeton.

24

GROWTH � Jan. - March  2012GROWTH � Jan. - March  2012



Feature Article
Managing Talent:  Converging Organizational

and Individual Perspective  

ABSTRACT

This article explains how talent management is a process which leverages the differences 

between people and provides individuals to align their specific talents towards the 

organizational goals. The author argues that rather than trying to create a model  

organization should harness the diversity that exists in the workforce and enable different 

people to contribute their talents towards achieving organizational goals. Systematic 

processes of hiring talent, developing and deploying people keeping their talent in view have 

also been discussed.

ompanies today face formidable talent challenges. The ability to sustain a 

steady supply of critical talent is a challenge facing all organizations 

worldwide. At a time when organizations need to optimize their workforces, most 

agree that talent management is of strategic importance. These concerns are 

reflected consistently in research and the tenor of issues raised in literature on HR 

which discuss issues like “The War for Talent”, “Managing the Human Sigma”, 

“Leadership Pipeline” , “ending the CEO succession crisis”, “winning the race for 

talent” and so on. Organizations face many challenges when it comes to developing 

a talent management strategy. 

Talent is a much bandied about term in organizations, especially in HR professionals 

and senior leadership positions, but it requires a deeper understanding before any 

attempt to “manage” it are made. The questions posed above are addressed in a fair 

and humanistic manner that does not make a few people feel like stars and others 

feel that they don’t have a chance of making it big.  There is also a need for 

“managing” talent in a manner that takes advantage of differentiating between 

people without excluding people from opportunities to shine, so that an 

organization can leverage the capabilities of all its  people and not just a select few. 

Let’s start with Webster’s definition of talent as “any natural ability or power.” When 

we talk about “talent,” we mean those natural tendencies that exist deep within us. 

These are the aspects of our personality or behavior most resistant to change. This is 

a much more precise usage of the word “talent” than is generally meant in common 

parlance where one’s natural abilities and traits are considered together with 

acquired skills, experience, and attitudes. Talent reflects how we’re hardwired. 

Talent dictates our moment-by-moment reactions to our environment — there’s an 

Introduction
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instinctiveness, an immediacy implied. Talent reflects 

in consistently recurring patterns of thought or 

behavior. To deviate from those patterns requires 

conscious effort, and such deviations are difficult to 

sustain. Talent is much more than  just attitude, 

because it relies not only on psychological 

predispositions but also inherent tacit skills, many of 

which are independent of attitude.

Knowledge and skills, on the other hand, imply 

learned behavior, actions that require more active 

cognitive processing. What we know reveals more 

about our experiences and education than about who 

we are at the core. Behavior derived from knowledge 

and skills can be changed far more easily than talent-

based behavior, as new information subordinates old 

in an individual’s consciousness.

Does this mean that a given talent or trait is absolutely 

fixed? Not necessarily. But it does mean that our genes 

and our physical and social development all impose 

some boundary conditions on what we either can or 

choose to learn easily. In some respects, those 

relatively fixed talents are what define us as 

individuals in that they represent the product of all the 

billions of choices and circumstances that brought us 

to the present moment. If we ignore the impact of 

effort and practice, we might be tempted to think 

performance is all about raw talent. If we ignore that 

raw talent, we might be tempted to think performance 

is instead all about effort. But when we remember to 

consider both aspects, we begin to understand how 

talent and effort combined, contribute to results.

Thus our talent profile can be seen as a configuration 

of three zones in terms of capability

● - where we 

can learn faster and display higher levels of 

proficiency than most other people

●The zone of adaptive behaviour- where we can 

catch up and mitigate the limitations by effort, 

training and practice, and be able to do reasonably 

well so as not to get limited

●The zone of non- talent- where we either are not 

able to cope or have to make disproportionately 

large amount of effort to just cope.

The zone of comparative advantage

How talent evolves

Talent- Organizational Perspective

Our talent gets more visible as a competency through 

a process of positive affirmations that play out over a 

period of time. Our initial predisposition makes it 

easier to learn and do some things, and we identify 

them as our “strengths”. We use our “strengths” to get 

results more effectively and efficiently in certain task, 

or roles. Application of “strengths” and fine tuning 

them in more complex tasks  leads to  reinforcement 

and development of expertise. Our expertise gives an 

impression of effortlessness, which is seen as “talent”, 

especially in an organizational context. Nature may 

provide some initial advantage in terms of making 

some things easier for us to do some things 

exceptionally easily or exceptionally well, but a great 

amount of nurture too is involved in crafting a talent 

into something useful. Additional knowledge and 

skills provided through experience and training & 

development are needed to fructify talent. It is 

possible to squander talent through lack of use or 

refining and it is possible to catch up with a “talented” 

person by sheer determination, discipline and hard 

work, but the disciplined, person consciously crafting 

his talent through increasingly complex application 

does have the edge. So the winning formula for the 

individual is to identify his or her talent and craft a self 

development strategy that leverages it. Talent is like a 

muscle- it has to be both nourished and exercised- or it 

atrophies .

An appreciation of our personal talent profile helps us 

to craft our personal growth and career strategy by 

gravitating towards jobs and assignments where our 

zone of comparative advantage is most relevant and 

fall within our zone of adaptive behaviour, and where 

our zone of non-talent is irrelevant.  Finding such a 

sweet spot is easier said than done, and it is in this 

quest that we need organizational support.

When organizations discuss about talent, they usually 

refer to capabilities residing in people that provide 

strategic advantage to the company. It refers to those 

employees whose contributions are vital to the 

organization’s competitiveness. Organizations 

evaluate people through the lens of competencies. A 

competency   is  “a capacity that exists in a person that 

26
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leads to behavior that meets the job demands within 

parameters of organizational environment, and that, 

in turn brings about desired results” or “any 

individual characteristic that can be measured or 

counted reliably and that can be shown to 

differentiate significantly between effective and 

ineffective performance Thus “talent”, from  an 

organizational perspective, is a bundle of 

competencies strategically relevant to the 

organization.  Thus, when organizations claim to 

develop talent, they are actually developing 

competencies and leveraging individual talent by 

focusing on competency development consistent with 

the natural talent of individuals

However, the possible nature of situations and variety 

of talents is not so easily predictable, as we are living in 

dynamic times and the past is rarely an indicator of the 

future. An organization looks at talent from a much 

more open lens where a variety of talents are needed, 

hence the need for “talent pools”. Thus “talent” from 

an organizational perspective is closely linked with 

organizational strategy.  The strategic relevance of 

different “Talents” changes if the context changes 

hence the talent pool is continuously evolving.  Talent 

from an organizational perspective is contextual, as is 

non-talent. “Non-talents” are harmless when the role 

does not require them, but become weaknesses in 

roles where they are essentially.  In such cases non-

talents derail people previously considered 

“talented”.  One needs to view “business decisions” 

and “talent decisions” as one. To begin translating 

talent strategy into action, leaders need to build 

consensus about how to mobilize the energy of the 

organization in a common direction and clarify 

accountabilities. This can be accomplished through a 

clear definition of the following elements:

●  These are the 

handful of highest impact priorities, which 

provide focus for people’s energy and drive key 

business initiatives that will expand business, 

i n c r e a s e  m a r k e t  s h a r e ,  o r  i m p r o v e  

profitability—in short, propel your organization 

ahead of the competition.

●Cultural priorities (the Hows) : These are the core 

organizational values, beliefs, and expected 

behaviours that define how work is being 

Key strategic priorities (the Whats) :

accomplished, and how employees interact with 

one another and customers. 

● : These are the broad challenges 

to which leaders must step up to drive the 

successful execution of the strategic and cultural 

priorities (e.g., driving change, penetrating new 

markets, controlling cost, etc.). They may be 

common across levels and units; alternatively they 

may be different in different markets or segments.

These aspects need to be captured in a framework 

which using blocks of capabilities which can be 

mapped to individual talents. Competency 

frameworks act as this common denominator. A well 

design competency framework breaks down the 

capabilities required for organizational success into 

smaller and more coherent bundles which can be 

mapped to individuals and thus help map individuals 

to role requirements. A transparently communicated 

competency framework also helps as a guide to for 

measuring talent gaps and identifying talent pools for 

various key positions, both for the individual to find 

possible career options for him as well as the 

organization to find possible candidates for various 

positions.  As strategies change the criticality of 

different talents would possibly change and having 

structured data on the talent pool provides for 

adjustments either through development, movement 

of talent or even hiring new talent.

Having appreciated Talent from both an individual 

and organizational perspective, we can now 

appreciate “talent management” as a process of 

merging the individual and organizational 

perspectives of talent and devising mechanisms 

where individual talent is harnessed for achieving 

organizational goals and individual fulfillment.

According to the Society for Human Resource 

Management,  talent management is  “The 

implementation of an integrated strategies or systems 

designed to increase workplace productivity by 

developing improved processes for attracting, 

developing, retaining and utilizing people with the 

required skills and aptitude to meet current and future 

business needs.” A structured talent management 

Business drivers 

Talent Management - Merging individual and 

organizational perspectives of talent 



GROWTH � Jan. - March  2012GROWTH � Jan. - March  2012

process will systematically close the gap between the 

human capital an organization currently has and the 

leadership talent it will eventually need to respond to 

tomorrow’s business challenges.  

Organizations achieve excellence when the individual 

know and have opportunities to be the best of what 

they are, and the organization is able to harness the 

best of what a person has to offer. Talent management 

is essentially the  process of merging these two goals. 

An organization provides the context for talents to be 

developed and leveraged through opportunities for 

individuals to harness their talents. Organizations 

also provide avenues for learning and growth through 

a large variety of developmental initiatives, which 

could be in many more forms than just formal 

training. Talent Management is thus a holistic and 

interdependent process that includes most HR 

programs, linked with organizational culture and 

integrative in that it involves all departments.   

Organization and Individual fulfill each other and it is 

in this mutual fulfillment that the seed of talent 

management lie. 

Systems and Processes for Talent Management

Talent Management needs a robust and systematic 

process to support continuous identification and 

development of talent. A typical talent management 

process would consist of systematically hiring, 

developing deploying and engaging talent aligned 

with the organizational strategy.

Hiring Right Talent

During hiring, the selection criteria should follow a 

methodical approach that minimizes the amount of 

molding that needs to be done to make a person 

valuable to the organization. Some of the key points 

that need to be kept in mind when hiring a person are

●Does the person’s natural talent align with the 

competencies required for success of the 

organization in future? These competencies may 

be different from the competencies already 

existing in the company. Many managers tend to 

recruit people who are like them whereas 

strategies for the future demand competencies 

unlike the past. This bias can lead to talent 

bottlenecks in the future. The benchmark for fit 

should be the organizational requirements of the 

future and not likeness to people successful in the 

past.  This also means that if the future challenges 

demand diverse talent sets, the recruitment pool 

should also be form diverse backgrounds and 

experiences.

●Are the values of the person aligned with the 

organizational culture? Values are very difficult to 

change and practically untrainable, so fit on this 

account is very important.

●Does the person have a strong learning capability 

and a zone of adaptation which is wide enough for 

Figure 1: Talent management Process Overviev

●High engagement practices like 
recognitions and rewards, openness, 
e q u a l  o p p o r t u n i t i e s ,  p r o p e r  
supervision and leadership, work-life 
balance, fun@work,

●P r o v i d e  m e a n i n g f u l  w o r k  
assignments

● Provide clear career pathways

Engage

●Right person for the right jobs - 
leverage strengthens of individuals

●Planned transitions for individuals 
between role, and successors for key 
positions

●Develop people with complementary 
talents in teams

Deploy

●Develop through formal training 
(mainly knowledge and skill)

●Develop through on the job inputs, 
collaborating.

●Develop through coaching and 
mentoring, shadowing, understudy.

●Develop for adequacy (ensure 
removal of derailing competence gap 
in non - talent areas

●Develop for leverage (further 
strengthen talents areas)

●Provide competency based training

Develop

●Hire for attitude and value fit
●Hire for talents (competencies 

difficult to develop)
●Hire for diversity

Hire
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him to cope with changing demands? People who 

have strong learning skills and thereby a large 

zone of adaptive behavior should be preferred. 

“what he can learn” should outweigh “what he 

knows”, as a criterion because knowledge can be 

imparted relatively easily, but learning abilities are 

much more difficult to develop.

The key to talent development is to provide a basket of 

interventions for homing talent. The 70-20-10 

development strategy is best suited for effective talent 

management. Formal classroom training constitutes 

only 20% of this process. 70% of the learning of people 

in organizations happens experientially, by actively 

reflecting on their experiences, and applying the 

lessons learnt to future tasks demanding greater 

mastery. Stretch with support is a key to making this 

happen. High potentials consistently need to be 

challenged with tasks and projects just beyond their 

comfort zone, and supplemented by providing 

learning resources that help them overcome the gap. 

Access to libraries, just-in-time training or workshops, 

reference materials etc.  are very effective strategies. 

The remaining 10% can be provided by mentors and 

coaches who polish up the talent and provide the 

subtle but critical skills required to excel. Mentors 

provide the vital but unstructured inputs that help the 

potential leaders not only to learn the finer points, but 

also stay away from career derailers.

Training and Development also needs to be crafted 

around two objectives 

●Developing people for leverage - these are 

specialized interventions and a fit case for 

disproportionate investments, as they generate 

higher returns. A lot of high-potential training 

address this issue. Most of this development is on 

the job through special projects and mentoring.

●Training for adequacy - this aspect of training 

might seem low impact and not so glamorous, but 

if limitations are not adequately addressed, some 

people despite raw talent in some areas might get 

stuck because their competence in some other 

relevant competencies are below the threshold for 

their future positions.  This sort of training is also 

required to ensure that the organizational 

Developing Talent Right

threshold level on each competency remains 

adequately high, otherwise it has the potential of 

dragging even talented people down. 

Both types of development are necessary and 

complement each other. Competency based training 

provides a coherent framework for developing people 

both for leverage and adequacy.

Einstein is quoted to have said “Everybody is a genius 

but if you judge a fish by its ability to climb a tree, it will 

live its whole life believing it is stupid”.  Right 

deployment is very essential for utilization and fine 

tuning of talent. An important intervention in this area 

is job crafting, and team design. Job crafting involves 

redefining jobs to incorporate motives, strengths, and 

passions of people and team design involves getting 

people with compatible and complementary talents 

on to the team so that the team as a whole is 

adequately equipped for a challenge. This process not 

only helps in leveraging talents but also helps in 

developing the people on those competencies which 

need strengthening.  Moving an individual through a 

series of assignments, some  where he provides 

leverage through his talents, and others where his 

talents which are just at an adequacy level get further 

enhanced without jeopardising organizational 

performance enables development of a talent pool for 

replenishing the positions vacated by existing talent as 

they move on to other assignments.

One of the biggest  overarching mistakes 

organizations make is confusing performance, 

potential, and readiness. It’s important to understand 

that each has a distinct definition:

●Performance is how one is performing now in his 

or her current role.

●Potential is one’s likelihood of leadership growth.

●Readiness is one’s fit with a specific role, job, or job 

family.

Those who perform effectively in one job won’t 

necessarily succeed in a job at the next level. Those 

with potential need to be developed. And even those 

who have been identified as having potential may still 

not be ready to take on a challenging role or job, as 

they don’t have adequate relevant experience.  Any 

Deploying Talent Right
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effective talent management strategy will consider all 

three aspects distinctly so as to ensure both current 

and future performance. Organizations need to plot a 

transition from current positions assessed on 

performance to future positions suited to the potential 

through a systematic process of development and 

movement through various jobs and teams.

Organizations need to provide a climate where 

motivation, opportunities and support for developing 

and using talent are high. This will happen when the 

leadership sees every employee as talented and 

cultivates a variety of talents enabling people to be 

themselves and not straitjacket people into 

conforming to one model of excellence.  The fulcrum 

of leverage that individuals provide to the 

organizational goals may vary, but the leadership has 

to unequivocally communicate the belief that 

different people can contribute equally in different 

ways to the organizational goals. This leads to a 

culture of appreciation of differences and provides 

strength to the talent pool. 

Using an analogy of a garden, an organization is like a 

garden of talent which needs many flowers of many 

kinds, arranged in harmony to enhance its beauty.  

Respect for diversity in the workplace also enables to 

create bundles of talent which would not be possible 

in a uniform talent pool.  Ashby’s law of requisite 

variety, which states that “The larger the variety of 

actions available to a control system, the larger the 

variety of perturbations it is able to compensate.” This 

law has significant implications for organizations, as 

they are operating in a complex environment with a 

large variety of factors affecting their performance. 

Coupled with the complexity is the dynamic nature of 

the environment which is changing quite rapidly and 

in many cases unpredictably forcing organizations to 

respond in newer ways. The effect of complexity and 

dynamicity is increasingly affecting all organizations 

with increasing globalization. The challenge of talent 

management becomes a challenge of maintaining 

requisite variety and adaptability in the talent pool 

available to organization to meet the complexity and 

dynamicity of its environment. Thus two principle 

challenges for talent management emerge as

Engaging Talent 

Respect for Diversity: 

●

to it

●Having enough adaptability in reconfiguring the 

talent pool to meet changing circumstances

Organizations also need a culture of appreciation for 

talent to thrive.  Employees join organizations for the 

rewards and opportunities, but they stay for the 

people and the organizational environment.  Rewards 

and Recognitions (R&R) are an important element of 

keeping talent engaged and spurring further 

commitment. An effective R&R process which keeps 

creating heroes at all levels provides and feedback for 

each level of achievements provides the energy to 

scale new heights. For talent to be exhibited it needs 

positive affirmation, especially since it will normally 

be exhibited in areas where no guidelines exist and 

taking initiatives in such areas is fraught with risk of 

rebuke or ridicule. Recognition builds a bridge 

between the managers and the managed by shifting 

the focus from transaction based management to 

emotion based management, and also enables the 

workforce to operate more at the level of self 

actualization. Rather than seeing the company as a 

separate and competing entity (thus leading to work-

life balance conflicts and stress), they view it as a 

partner in a journey to a more fulfilling life. The model 

for recognition thus shifts from a traditional approach 

where commitment to performance leads to 

recognition which leads to business results to a more 

powerful model where opportunities to use talent 

leads to self actualization which leads to mutually 

beneficial success for the employee and the company.

For effective talent management, the linkage between 

talent and results should be very clear to all 

employees. Fair process in the evaluation of merit, 

along with respect for diversity, is very important for 

people to behave authentically and invest in 

developing their talent.  A competitive context where 

everyone is expected to excel is much more favorable 

for talents to emerge as people stretch themselves 

beyond the routine and draw upon their innate 

strengths. This effort will be made only where a strong 

performance ethic exists. The performance ethic also 

has strong implications for contribution of individuals 

Having enough variety in the talent pool available 

Culture of Appreciation

Performance Ethic
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to team efforts. Research indicates that individuals are 

likely to reduce their efforts in a team if they perceive 

that others in the team are not putting in 

commensurate effort.  “Social Loafing” the 

phenomenon of people exerting less effort to achieve a 

goal when they work in a group than when they work 

alone is seen as one of the main reasons groups are 

sometimes less productive than the combined 

performance of their members working as 

individuals. People do not want to feel like the 

“sucker,” so they wait to see how much effort others 

will put into a group before they put any in. If all the 

members try to avoid being the sucker, then 

everyone’s effort will be significantly lower than it 

would be if all of them were working as hard as they 

could.  However, individuals reduce social loafing 

when working with acquaintances and do not loaf at 

all when they work in highly valued groups or in an 

organization with a strong work ethic.

For  developing a high performance organization, the 

norm for acceptable performance has to be sufficiently 

higher to encourage best contributions, as large 

variations in contributions in the long run lead to a 

deterioration of performance since the high 

contributors shift towards the mean. 

Many organizations equate the concept of talent 

management with senior leadership succession 

management. While succession planning is obviously 

important, talent management must encompass a far 

broader portion of the employee population. Value 

creation does not come from senior leadership alone. 

Respect for talent at all levels
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Feature Article
Building Relationship with Employees :

An Employee Relationship Management Model

ABSTRACT

Economic growth of the country especially in the services sector has created options not only 

in front of the external customers but internal customers as well. Customer Relationship 

Management (CRM) emerged as a tool used by marketers to counter fickle customer loyalty 

resulting out of increased options. Researchers found that success of CRM programs could 

only be achieved by employees willing involvement (Rai 2010). This has challenged the 

erstwhile tenure of stay and form of administration and governance of organisations. The felt 

resultant is selling CRM programs to the employees and motivating them to implement it. 

This brought the need and importance the concept of Employee Relationship Management 

and devising a comprehensive and suitable program for the same. The paper discusses on how 

important building relationship with employees has become and what can be done by the 

companies towards building a lasting relationship with them?

ntroduction of Liberalisation, Privatisation and Globalisation has brought about 

many changes in the way Indian companies have been operating. This marketing 

dynamics has created huge options before the customers and the net result was a 

fickle customer loyalty. This developed the need and importance of Customers and 

subsequently Customer Service. The brought the emergence of the concept of 

Customer Relationship Management (CRM). The concept of CRM was designed to 

cater to the modern marketing dynamics that involved various newer facets and 

dimensions. A crucial aspect came out of researches was that the success of CRM lies 

in the way it has been implemented. Thus, selling the CRM program to the internal 

customers i.e. the employees and motivating them to implement CRM programs 

has become an important issue of research for marketers. 

In modern business, it is believed that employees are the key drivers for marketing 

success not just because they generate sale but also because they play a vital role in 

deciding how long will the customer stay with the company and what will be his 

pattern of transaction with the company. If customer is the purpose of business, 

employees are the means to achieve the purpose. The fact is that without employee 

relationship, there is no customer relationship. Hence came the concept of 

Employee Relationship Management in the literature of Marketing.
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Review of Literature :

The concept of internal marketing emerged in the 

literature of marketing in last 15 years as a way of 

enabling companies to get, motivate and retain 

customer-conscious employees, and was then 

described more widely in the services management 

literature. However, there were some early works 

emphasizing on relationship between employee 

satisfaction and customer retention. Schneider and 

Bowen (1985) have found that when employees 

identify with the norms and values of an organization, 

they are less inclined to leave and furthermore, 

customers are likely to be more satisfied with the 

service. In addition to this ‘…when employee 

turnover is minimized, service values and norms are 

more transmitted to newcomers and successive 

generations of service employees’ (Bowen and 

Schneider, 1988).

Lewis (1989) pointed out that emphasizing service is 

one thing; delivering it is another. Little evidence has 

emerged in the literature of research into the 

relationship between employee satisfaction and 

customer retention. The aims of internal marketing 

are to improve internal marketing relationships, 

quality and customer service in order to satisfy 

internal and external customer needs (Helman and 

Payne, 1991). 

Reichheld maintained that there are: powerful 

insights available from probing into root causes of 

customer and employee defections. This is the most 

powerful pool of untapped insight in any business. It 

clarified what is and what is not working in the 

business system and this is the first step towards a 

meaningful and measurable improvement program. 

In intensive organizations the quality of service is 

determined mostly by the skills and attitudes of the 

people producing the services. All employees are part 

of the process, which connects with the customer at 

the point of sale. The extent to which these 

organizations can attract, keep and motivate quality 

personnel would influence their capability to offer 

quality services to their customers. Consistently 

offering services that match the requirements of the 

external customer will be an important factor in 

building strong long-lasting customer relationships. 

Employee satisfaction in internal markets is therefore 

a prerequisite to customer satisfaction in external 

markets. The basic philosophy is that if management 

wants its employees to do a great job with customers, 

then it must be prepared to do a great job with its 

employees (George, 1990). Unhappy employees will 

make for unhappy customers so unless employees can 

be successfully taken care of, the success of the 

organization in its ultimate, external markets, will be 

jeopardized. 

Internal marketing therefore involves creating, 

developing, and maintaining an organizational 

service culture that will lead to the right service 

personnel performing in the right way. It tells 

employees how to respond to new, unforeseen and 

even awkward situations (Schneider, 1986). The 

service culture has a vital impact on how service-

oriented employees act and thus how well they 

perform their tasks as ‘part-time marketers’ (Bowen 

and Schneider, 1988). ‘When internal customers 

perform, the likelihood of external customers 

continuing to buy is increased’ (Berry, 1981). Lewis 

(1989) argues that the success of the internal 

marketing concept ultimately lies with management. 

It is unreasonable to expect lower level employees to 

be customer oriented if management is not customer 

oriented. 

The employees behaviour towards customers are 

guided by several factors. Following are the factors 

that effect employee’s performance in the 

organisation :

1. Overwork : It has been realised that many of the 

organisation leave no room for the employees to settle 

in their day’s schedule and this effect poorly in their 

customer interface. When the employees are occupied 

with excess work, their behaviour towards the 

customers is not always in conformance with the 

company’s laid down processes and procedures. Ex. 

State Bank of India introduced the concept of 

relationship managers but initially it did not work well 

as the relationship managers were too much occupied 

with the routine banking activity and they rarely get 

time to build relationship with the customers.

2. Fatigue : The nature of the job also effects 

employee’s performance. Doing the same work 

Factors Effecting Employee Behaviour towards 

Customers :
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the final customer experience with the company. If 

managements factor in relationship management 

practices that engage people in the change process, 

they can circumvent significant resistance and 

actually speed up implementation of corporate goals.

6. Mutual Trust: Organisations need to understand 

and assimilate the employee’s needs, develop a 

programme that would ensure total participation 

from all employees. For, mutual trust between the 

company and the employees is a must.

Cognizant Technologies is a leading IT company. It 

celebrates its major milestones with employees, 

usually by giving them a choice of gifts such as TVs, 

DVD players, music systems etc. this is because the 

company believes that Employee Delight is the basis 

for Customer Delight in a service company.

Cognizant believes this is the only way to keep 

employees happy and feeling a part of the company, 

which may otherwise seem impersonal to most 

employees if they only maintain an arm’s length 

relationship.

Since the employees are the pillars for the companies 

building of relationship with the customers, a 

deliberate and well thought out initiative is required 

by the companies to build foundation for strong 

relationship of employees with the organisation. The 

steps may be as follows:

1. Finding right person of customer first 

orientation: The process of getting closer to the 

customers starts with the company management and 

grows with every employee across the organisation. 

Superior service is crucial to customer satisfaction, but 

it comes through the people hired. This approach has 

forced companies incorporate personality tests in the 

hiring process. There is an imperative to hire the right 

temperament for the job, for the company culture and 

also for the mix of clients.

2. Establishing Employee – Customer Parity: There 

are companies who request their valued customers to 

help them hire right kind of employee. It is all about 

Employee Relationship Management Practices in IT 

Companies

Essentials of Building Relationship with Employees 

through Employee Relationship Management :

continuously over a period of time in a routine fashion 

creates fatigue among the employees. This fatigue 

does not permit them to create any service innovation. 

Employees cannot function to their full capacity only 

on orders. Under the circumstances, they would 

merely conduct the transactions they were trained to 

do- but they will not care. Eg. A call centre employee 

doing the same monotonous job throughout suffers 

from the fatigue factor and this effects his attention 

towards the customer’s queries and complaints. This 

fatigue often makes his behaviour mechanised and 

subsequently defeats the very objectives of building 

customer relationship management.

3. Freedom: Organisations rarely are of the nature of 

granting enough of freedom to the employees to 

initiate something new towards superior customer 

service. In most of the cases they are of the view that 

the employees should strictly do what they are asked 

to do. Many a time this liberty and freedom is 

considered as threat to discipline and challenge to 

authority. 

4. Interpersonal Issues: People working in the 

organisation do get trapped in some interpersonal 

issues quite often. If these issues are not resolved 

timely and effectively, it spoils the work environment 

of the organisation and subsequently affects the 

employee’s performance.

5. Role in Decision Making: Lower level employees, 

who actually are responsible for implementation of 

the CRM programs and practices, are rarely taken into 

confidence and are encouraged to provide their 

suggestions. While they are the ones, who actually 

interact with the customers and have huge bearing of 

OverWork

Fatigue

Interpersonal Issues

Freedom

Employee Behaviour

Role of Decision Making

Mutual Trust
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customer first: One of the greatest things the 

company can teach new recruits is to listen to the 

customer first. There have been companies who 

created night classes. Some companies follow the 

practice of “Don’t try to solve someone else’s problem; 

help the person arrive at their own solution”. This 

model is based on the principle of “Making 

assumption about a customer’s needs does not get 

you the sale. Listening does”.

6. Imbibing Empathy for Customers: To help build 

empathy for customers, people working in whatever 

department can be made to experience the 

environment and the conditions with which the 

customers undergo. This on one hand enables 

employees understand the customers problems better 

and generate a feel for it, on the other helps in creating 

an enterprise wide CRM orientation.

7. Sharing the customer profile with the 

employees: Communicating employees about the 

profile of the best customers is a best because 

segmentation is a key in implementing CRM program. 

So, the employees must be aware of who “butters their 

bread” and accordingly they need to reciprocate. 

Hence, along with the company, employees should 

also be actively engaged in exploring the 

characteristics of the top customers. One needs to 

understand an important aspect in customer profiling, 

there are customer doing high volume business with 

the bank and there are customers who presently are 

not doing very high turnover with the bank but has 

the potential of getting bigger over time. These 

customers should also be taken care of. Such 

customers’ black book needs to be prepared which 

may contain all information about him, his family, 

profession and even personal details.

8. Directing employees to remain focused: Mere 

hiring good employee or teaching and training them 

to be customer oriented would not suffice. As one 

moves further in the job, the work environment be it 

monotony or any other thing distracts them from the 

focus generated initially. It is a difficult task to keep 

that focus alive and sustained. 

ERM is al l  about effective organisational 

communications, which can build employee 

Creating Superior Employee Experience Through 

Employee Relationship Management

matching up the right employees with the right 

customers and the right job. To get fruitful results, the 

company may provide a forum for employees and 

customers to become mutually acquainted. ProDriver 

Leasing Systems help employees get to know his 

customers through a quarterly newsletter in which 

customers also get the scoop on the company’s 

drivers. Each edition of “The ProDriver Times” 

includes a customer’s business, the owner and more. 

Driver profiles include career highlights as well as 

personal information on hobbies. This helps bring the 

drivers and customers together in a friendly 

atmosphere and he believes that it is one of the reasons 

many of his clients continually requests certain 

drivers.

3. Designing recruitment strategy from customer 

perspective: The quest to match the employees to the 

best customers is critical in building customer 

relationship management. It may at times require 

revamp the recruitment strategy from the customer 

perspective. 

4. Training the employees with customer first 

approach: Hiring customer oriented employees is 

important from the perspective of strong customer 

relationship management. But organisation also 

needs to provide staff with training and support they 

require to make good decisions, asks good questions in 

a nice manner, give customers satisfying answers, be 

courteous in behaving with the employees and most 

of all readily present themselves before the customers 

to address their problems. Beyond training employees 

to feel for the customers, the company should target 

them to be particularly sensitive to the needs of 

specific customers.

5. Educating employees about listening the 

Employee Motivation
* Building Employee

Customer Parity
* Sharing Customer

Profile
* Directing to remain

focused

Training & Development
* Training with Customer

first approach
* Training to listen to the

customers
* Training to build empathy

with customers

Recruitment and Selection
* Recruitment strategy from customer perspective
* Finding persons of customer first orientation
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confidence, trust and loyalty, enabling managements 

to realise the potential of the skills and knowledge 

within the organisation. It is a powerful business tool 

that enables employees to do their job better. The 

emerging discipline of ERM allows organisations to 

identify, differentiate, interact and personalise the 

relationship with their employees, providing much of 

the same benefits as a successful Customer 

Relationship Management solution. There are several 

initiatives that may be taken by the service companies 

for Employees Relationship Management, which has 

emerged as a key for a successful customer 

relationship management model.

1. Employee Referrals in Recruitment: Many of the 

service organisations have started using employee 

references in recruitment. Such referred candidates 

are preferred during selections. The rationale behind 

this has been alluded as, the existing employees is fully 

aware of the work condition, job description, job 

specification and above all the manager has to extract 

work from them so why not provide them the staff 

they are most comfortable with. This on one level 

increases the participation of the organisation at more 

personal level and also provides them an opportunity 

of earning more as incentive. This is hugely prevalent 

in service organisations as IT, banking and financials, 

retail etc. ICICI Bank has one such scheme called 

“Employee employ Employee”.

2. Employees participation in decision making: 

Gone are the days when bosses use to decide and pass 

it on to the employees spread across the country for 

implementation. Employees especially of the 

knowledge economy are not ready to accept things at 

face value. Their participation is a must for real success 

of the plan. Because they are the people entrusted 

with the responsibility of execution. On inviting their 

opinion, they might let the management know about 

various intricacies of the decision. The employees may 

also let the management know about the probable 

problems coming in the way of implementing the 

programs. After all they are the people who deal with 

the customers and implement the programs. 

3. Proper communication about the strategic views 

of the management: Employees should be tried to be 

updated and informed about the strategic intent of the 

management. This gives them a clearer picture of the 

program to be implemented and the benefit the 

organisation may accrue out of that. Thus proper and 

timely communication leads to greater and willing 

acceptability by the employees and reduces 

resistances.

4. Making Customer satisfaction as a parameter in 

employees’ appraisal: Feedback system is prevalent 

with almost all the service providers. Railways, Post 

offices, Public and private sector banks, courier 

companies, automobile service centers they all have a 

customary feedback form and a drop box. Either the 

forms are not available or no one ever bothers to open 

the drop box. Even if in some cases, the feedback forms 

are to be shown to higher officials or to be send to the 

head offices, they are mostly fake or manipulated. To 

ensure the result and the true spirit of the program, 

few private banks including ICICI Bank has started 

conducting random customer satisfaction test by 

neutral agencies and incorporated them in the annual 

appraisal system of the bank employees entrusted 

with the responsibility of the customer relationship 

management.

5. Motivating them for innovating with customer 

service: Modern businesses do not function on the 

typical top-down approach. It is the era of initiations 

and innovations. Knowledge and skill does not just 

get confined to few select people sitting on top. 

Modern companies recognize the talent and give 

them due recognition. This often results in coming up 

with various schemes for the rewarding employees to 

innovate and initiate newer customer service forms. 

These schemes are meant to motivate employees and 

give them a sense of belongingness.

6. Providing them ample learning opportunity: To 

actually invite deliberate participation from the 

employees, the most ideal form is to educate and train 

them. This is possible only through constant learning. 

This learning may be either through senior company 

officials or through industry experts or through both. 

This exercise on one hand enables them to understand 

the rationale of the programs or the ways to 

implement and also acts as a platform to share their 

views and get the queries clarified.

7. Carving out a proper growth path: To enable the 

employees to be enthused and enthralled about the 

customer service, organisations need to keep them 
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motivated. Designing their career path in such a 

manner can become very handy in that as it lets the 

employees relate to their efforts leading fruits.

Customer Relationship Management is not all about 

schemes and technologies. It is the people, which is 

the most important factor in effective and successful 

CRM program implementation, because they are the 

ones who actually have to carry out the plans 

designed by the management. People need to be 

handled with care because there are so many factors 

that creep into the system of human. They need to be 

motivated such that they are themselves interested in 

their dealing with the customers and an external 

system for watching the activities is not at all required. 

The implementation of CRM program would lead to 

CONCLUSION : 
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Readers' Forum
The Challenges and Issues of H.R.D.

ABSTRACT

The business landscape across the globe is fast changing. To survive and succeed in the 

changing environment calls for reshaping the skills and knowledge bank of the organisation 

on a continuous basis and hence poses lot of challenges to HRD professionals. In this article 

based on author’s practical experience and literature surveys, an attempt has been made to 

explain those challenges which encompass technology of training, cultural change, rapid 

obsolescence of knowledge, changing structure/work patterns, changes owing to development 

of virtual organisation, changing workplace demographics, lifestyle change, lack of 

commitment to training, lack of intellectual levels of HR professionals etc

In the second part the article outlines the prominent issues in HRD which are basically the 

problems, disagreements between practitioners, researchers and experts. These are absence of 

one dominant professional organisation, absence of professional accreditation for HRD 

curricula, absence of a set of defined terms specific to the field, gap existing between research 

and practice, unrestricted claim by anyone to be called HRD professional etc. 

The author however concludes by saying that HRD will continue to advance as a field both 

locally and globally as long as there are hardworking professionals making progress and 

delivering exceptional work and value to business. Evolution of the field of HRD professionals 

will coincide with the quickly transforming atmosphere of business.

he business landscape across the globe is fast changing. To survive in this fast 

changing environment require reshaping the skills and knowledge bank of the 

organization. HRD professional has to change the tools of his compass to influence 

the knowledge workers very effectively. In such situations the HRD professional has 

to equip himself with new technology and new philosophy to inspire the 

knowledge workers to achieve common goals.HRD professionals will face 

following challenges in coming times.

 Whatever changes world has seen in preceding hundred years more 

than those changes world is seeing in last ten years. ATM machine has replaced pay 

order in bank, same way new technology has also changed old technology of 

training. Web course, video conferencing and e-learning are the best examples of 

distance learning.HRD professionals have to gear up for the emerging changes in 

technology of training.

 World has become a global village. We find cultural changes in 

each country and benchmarking on a global scale is the only way to compete 

T

Technology :-

Cultural Change :-

Chinmay Kumar Podder*

* Exexcutive Director, Corporate affairs & business development, Neelechal Ispat Nigam Limited
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internationally. Each country is now moving towards 

global practices.

 The exponential 

growth of knowledge and the rapid change of science 

and technology is another global trend. Knowledge is 

doubling every 7 to 10 years. Given the rapid 

obsolescence of knowledge and the fast change in 

technology there is a need for continuing education 

and training on the part of all employees whether they 

are managers or supervisors or rank and file workers. 

Greater attention need to be paid to continuing 

education and training. It will have to be looked at 

holistically and systematically and improve and 

expand.

 

Changing Organisational Structures/Work Patterns 

are another trend. The company of the future 

according to Charles Handy will be a shamrock 

organization. The shamrock organization will have 

the following elements:-

Small and essential core group of professionals, 

technicians and managers.

A group of sub-contractors who produce goods and 

services which the core group doesn’t.

A growing group of temporary/part-time workers 

who are hired to provide specialized services or to 

help in case of overload.

The small core of professional technicians will need to 

be focus of HRM. More investment in the 

management and training of more temporary /part-

time workers will be required.

 Virtual 

corporate need workers who are highly skirted, 

reliable and educated and able to understand the new 

forms of information, adaptable and can work 

efficiently with others. Employees need not just 

technical skills but the skills to cope with continuous 

and radical change of virtual business. New forms of 

training which are flexible available on demand and 

interactive will have to be designed for employees of 

virtual enterprise. The work pattern changes are 

taking place all across the globe.HRD policies and 

programmes will have to change in response to these 

changes.

Rapid knowledge Obsolescence :-

Changing Organisational Structures/Work Patterns :-

Development of Virtual Organization :-

Learning, Training and Motivation :-

Workforce Demographics :-

Lifestyle Trend (Habit) :-

Global Practice :- 

Environment :-

Lack of Commitment :-

 Turning to the 

transfer of learning, the extent to which employees are 

able to apply the knowledge skills and attitude 

acquired during any HRD intervention into the job 

market is viewed as a key consideration in HRD 

practice. This is a great challenge for all HRD 

practitioners. It is suggested in the strategic 

framework of HRD practice that top management 

support and Line managers involvement is an 

important feature in the effective management of HR 

T&D efforts.

 Another trend which will 

be a challenge for HRD professional is increasing the 

ageing workforce. The so-called baby boomers and 

also the exponential entrance of elite workers are also 

known as Generation-X and gold collar workforce.

 New generation is a smart 

and fast and transparent generation. Lifestyle of 

knowledge workers is changing (Ex-Call centres). 

HRD professionals have to understand new habits 

first before imparting training to bring a change in the 

habits of knowledge workers.

Dignity of individual, simple rules, 

retention of an employee, leadership by example, 

clear conscience, and relationship with employer, 

stake holder, vendor suppliers, customers and society 

at large are the new practices. Global rules are to be 

learned by HRD professionals to conduct an effective 

session.

 The only context-invariant and time-

invariant attributes of a successful corporation are an 

open environment. Meritocracy, fairness, justice, 

speed, imagination, accountability and excellence in 

execution are current environment. HRD professional 

has to inspire knowledge workers to perform in the 

above environment.

 Another challenge often 

confronted by HRD professional is the lack of 

commitment. Lack of commitment towards training 

can be seen throughout the organization from top 

management to shop floor employees. The top 

management and managerial level employees are 

found to be uncooperative with T&D whilst the lower 

level employees may have embedded pessimistic 

attitude towards training and are fundamentally 

resistant to change.
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Lack of Intellectual HR Professionals :-

ISSUES IN HRD

 In general the 

challenges faced by employees and organization in 

the effective management of HR training and 

development vary from concerns about lack of 

intellectual HR professional to coping with demand 

for knowledge workers and fostering learning an 

development in the workforce. The one and focal 

challenge is the lack of intellectual HRD professional 

particularly in the manufacturing farms and thus 

suggest that employees view HR T&D as a function 

secondary to HRM and perhaps consider as being of 

lesser importance. The implication could lead to 

ineffective implementation of training and 

development activities and increase ambiguity and 

factions in effectively managing HR T&D as a whole.                    

Issues are proposed as problems, disagreements 

between practitioners, researchers, experts and or 

other disciplines.

Several articles outline the following as prominent 

issues in HRD.

There is not one dominant professional organisation 

or publication.

There is no professional accreditation for HRD 

curricula.

The field lacks a set of defined terms specified to the 

field.

Anyone can claim to be professional in HRD.

Gap exists between research findings and practice and 

vice-versa.

The HRD community agrees that the field is emerging 

and multi-disciplinary. Not everyone agrees on which 

disciplines are involved or how we can become one of 

our own. Many of the other professional with defined 

disciplines have body knowledge unique to their own. 

The body of knowledge in HRD is still forming. Also 

unlike other disciplines there is not a single 

professional association with a majority of HRD 

identified members. It has also been alleged that HRD 

cannot be distinguished as an established profession 

because there is no accreditation or defined body of 

knowledge unique to HRD practitioners. Professional, 

practitioners and educationists need to join to resolve 

these issues.

The faulty practitioner is another issue in HRD. There 

are no formal barriers and no educational 

requirements to prevent an individual from claiming 

to be an HRD professional. Without professional 

certification available for those in the field, the practice 

is susceptible to situation that could cause conflict of 

interest or violate ethical standards.

Another set of issue involves the relationship between 

adult education and HRD. Adult education claims a 

humanistic, learner centric, self directed focus on 

transforming individual, HRD is oriented towards 

bottom line, behaviourist, performance improvement 

aimed at organisational goals. A trend towards 

aligning vocational education and HRD is however 

emerging in recognition of their common endeavour 

of workforce education.

HRD professionals have a responsibility to coordinate 

an environment that is safe non-threatening and 

protective of all employees. In response to the need for 

protection and establishment as a bona fide field the 

academy of HRD developed a set of ethics and 

standard for HRD research and practitioner. There has 

been a trend to recognise the standard across the 

nation.

The importance of HRD cannot be over-emphasized. 

The Chinese philosopher Guanzi (551-479 B.C) said 

that -

When planning for one year,

There is nothing better than planting grain.

When planning for 10 years,

There is nothing better than planting trees.

When planning for lifetime,

There is nothing better than planting men.

In his own words, he explained that grain is 

something that is planted once produces only a single 

harvest. Trees planted once may produce ten harvests. 

Men are things that are planted once but may produce 

a hundred harvests.

HRD will continue to advance as a field both locally 

and globally as long as there are hardworking 

professionals making progress and delivering 

exceptional work and value to business. Evolution of 

the function of HRD professionals will coincide with 

the quickly transforming atmosphere of business. 

The Challenges and Issues of H.R.D.
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Case Study
Labour Management in the Coffee Sector :

Community Policing Model for Sustainable Growth

The legend has it that the hill Baba Budan Giri in Chikmagalur district of 

Karnataka is named after the Muslim mystic who brought coffee seeds to India 

from Mecca and cultivated coffee for the first time. It is understood that coffee was 

grown in the Chikmagalur area as early as 1616 A.D. The travellers record of Edward 

Terry (1615-1619) and Thomas Bowrey (1669-1679) provide detailed account of the 

extensive use of coffee in various parts of India including parts of South and central 

Karnataka.  The commercial value of coffee was felt in the Malnad region in no time. 

People started raising coffee plants in their kitchen gardens and arecanut gardens 

on a relatively large scale. In 1823, the British sought land in the Chandragiri area of 

Chikmagalur district from the Maharaja of Mysore to raise a coffee plantation. The 

growth of coffee plantation since then has been in leaps and bounds. Coffee planters 

were mostly European and after independence the estates were either gifted or sold 

out cheaply to their faithful (!) Indian Subjects.

The plantations have further extended to the districts of Hassan, Kodagu and even 

parts of Shimoga. Mangalore port was useful to export coffee to Europe during the 

colonial period and the plantation labour was supplied from Mangalore and 

adjacent areas as early as in 1860.

Though India contributes only about 3% of world coffee production, 70% of India’s 

coffee production is contributed by the state of Karnataka. The area under coffee 

production has been steadily increasing over the past sixty years. This increase is 

estimated to be about 3,500 hectares every year for the eighties while coffee 

production has been by about 6,000 tons per annum.

Coffee has incorporated features of agriculture as well as industry. The production 

part of the coffee crop follows a cycle similar to that of any agricultural produce.

Coffee plantations are generally divided as small, medium and large holdings. 

Nearly 70% of the coffee plantations in Karnataka are smallholdings ranging 

between 4-20 hectares. The category of medium holdings is between 20-50 hectares.  

The large holdings generally are above 50 hectares.  The small plantations 

contribute only about 15% of the total coffee production, the medium plantations 

contribute about 16% of the total production and the rest of the 69% of the 

production come from the large coffee plantations.  Of the 31 coffee curing plants in 

India (1997), 16 are located in Karnataka. They process nearly 65% of the total coffee 

production in the county. Each of these curing plants works with an average 

capacity of about 5,000 tons and provides employment for about 500 persons round 

the year. Coffee has also provided indirect employment to thousands of individuals 

with coffee roasting, grinding and retail selling units all over Karnataka.

Dr. Ananda Das Gupta*

* Head(HRD-Area), Indian Institute of Plantation Management Bangalore
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Why female workers are attracted towards plantation 

is a question that needs to be answered succinctly. 

Women workers are found in the plantation sector in 

large members because : 

(1) being akin to agriculture, plantations are 

congenial  to women

(2) the very fact that the workers not only work but 

also live on plantations gives women a better 

chance  to work and 

(3)  the system of labour contracts based on the 

principles of utilising  every able bodied person  in 

the family for labour and of fixing the wage rates 

accordingly, motivated, sometimes  compelled as 

well, women to seek employment in order to 

balance the family budget.

To confront with the Quality of Life Index (QLI) 

question in relation to the women workers in coffee 

plantation in Karnataka in general, we find they have 

to struggle very hard as workers as well as in their 

familial roles.

(1) Familial obligations, including motherhood are 

seen as a chief source of women’s exploitation by 

many feminist scholars. This exploitation assumes 

a serious form when the woman happens to be 

poor, vulnerable and dependent. Domestic work  

which involves an endless routine of performing 

endless odd jobs, is the first greatest block for 

women’s development.  In fact, the low status 

attached to manual labour and the cultural value 

associated with women’s confinement to home 

result in a very low status being accorded to 

women’s work at home.

(2) Incidence of alcoholism has a disastrous effect on 

the family in general and woman in particular. 

Womenfolk have to go through the agony of 

running the house on a meagre, shoe-string 

budget and secondly, they  are always exposed to 

the threat of physical violence and harassment. 

Thirdly, the whole family falls into the debt trap. 

Sur veys  revealed that  in  plantat ions ,  

indebtedness is greater in families  where men are 

addicted to alcohol.

Besides these problems, the women workers in 

plantations also suffer from lung infection and 

bronchial problems, malnutrition, dysenteries, 

contact dermatitis etc. 

(3) It appears that most of the woman workers are 

often verbally abused by the supervisory staff in 

the plantations [as the study made by Ramegowda 

(1997) suggested]. “At times their language 

bordered on vulgarity, (and) there were a few 

incidence of sexual abuse as well. The women who 

were subject to this kind of treatment did not seem 

to have taken any effort either to report the matter 

or initiate any action.” 

(4) A large majority of women workers in plantation 

are illiterate and as such, have no access to 

knowledge, either general or skilled. It is  a serious 

issue to note  that most children  of plantation 

workers  have no access to schooling facilitates. 

Apart from these two serious problems, as most of 

the woman workers are casual/temporary 

labourers, there is no provision for their livelihood 

during their illness. Coffee plantation workers can 

be broadly classified into two categories: (1) those 

who work in company-owned estates, and (2) 

those who work in plantation under private 

ownership. The largest number of plantations is 

under private ownership. All plantations employ 

workers on the same terms of work/wages. These 

are the following categories among the plantation 

workers:

1. those who work full-time but on a temporary 

basis

2. those who work full-time and on a permanent 

basis, and

3. those who work full-time but as seasonal 

labour

Those who work as full-time temporary labour have 

work throughout the year, but they are not entitled to 

the benefits as per Plantation Labour Act (PLA) 1951. 

The permanent full-time workers are attached to only 

one plantation and are entitled to benefits (provident 

fund, gratuity, coverage of medical expenses, 

maternity benefits etc.) as per rules.  Seasonal labours, 

on the other hand, are employed only during certain 

peak seasons when the load of work in plantations is 

very heavy. It is interesting to note that there is a heavy 

demand for seasonal labour and hence they get paid 

more wages than even the full time temporary or 

permanent workers get.

Labour Management in the Coffee Sector :Community Policing Model for Sustainable Growth
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Towards Labour management :  Community Policing

Exploratory Stage 

Building a foundation :

Attributes of the new system :

Stakeholders and their interest : 

Preparation Stage 

Top level commitment :

The transformation to community policing is a 

demanding process which may take from three to five 

years of intense effort. The following stages represent 

beginning steps for police department joint labor-

management groups to consider. These stages and 

steps may overlap and some require continual 

monitoring, but each is a discrete area for inquiry and 

action. 

 Management must identify 

the specific local conditions and define the questions 

or problems the plan is intended to address. Labor and 

management should build this foundation together. 

 Labor and 

management must choose the new system’s key 

attributes. What is the new system’s design? How will 

individual roles and responsibilities change? What 

will the daily lives of employees, supervisors, and 

managers be like? The joint committee must agree on 

the goals, boundaries, and dimensions of community 

policing and identify a corresponding range of 

options. Even when guidelines are established 

externally, specific decisions must fit the department 

and be fully understood for effective implementation.

The interests of key 

stakeholders (individuals and groups likely to 

influence and/or be affected by change) must be 

identified and taken into account. The analysis should 

include internal and external stakeholders including 

community groups and the local governance system.

 Commitments at the highest 

level must be elicited from each of the key 

stakeholders. Verbal commitments are an important, 

but limited first step. To build or rebuild trust, labor 

and management leaders must show their 

commitment through changed behavior and efforts to 

remove barriers to community policing. Identify the 

demonstrations of commitment required by each 

group to establish confidence in the process. 

 Police departments 

often face a number of changes at once including new 

technologies, training, downsizing and/or growth. 

Determine whether community policing will be 

affected by other departmental changes, or 

conversely, whether it will interfere with other 

programs. Reconciling the needs of all programs will 

mean less competition for scarce resources. 

 Middle management, 

including union leadership, plays a crucial role in 

overseeing the operational transition to community 

policing. Functions will change dramatically and some 

managers may be concerned about job security or 

career paths. The measurement and rewards for 

performance, integration of community policing and 

traditional police functions, and methods for 

supporting managers in their new roles must all be 

addressed. In addition, managers need instruction in 

the new system’s management and supervision tasks 

and in the skills they will demonstrate to line staff.

 The joint 

labor-management committee must stay in contact 

with each of its constituencies; the department is 

beginning anew and needs input from all quarters. 

The type and timing of communication and training 

are critical. Stay sensitive to work force fears about 

being left out of either the decision-making process or 

the information loop. Decide early on what 

information to communicate and how to disseminate 

it; identify the types and sources of training needed.

Integration with other initiatives :

Focus on middle management :

Communication, education, and training :

Stage 1 - Exploratory

Foundation : Identify local context 
and define issues to be addressed.

Describe the new system.

Identify stakeholders and their 
interests.

Stage 2 - Preparation

Elicit top-level commitments from 
stakeholders.

Integrate community policing with 
other initiatives.

Focus on middle management.

Communicate, educate, and train 
each constituency.

Stage 3 - Implementation

Decide on the initial scope of change.

Make ongoing adjustments.

Manage the diffusion of change.

Model for Joint Labour-Management Development of Community Policing

Ongoing Concerns

Collective Bargaining Evaluation
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Implementation Stage 

Initial scope of the change :

Ongoing adjustments :

Managing the diffusion process :

Collective bargaining :

 A key question is whether 

to change the whole organization at once, or to 

establish a pilot project. There are several factors to 

consider: Is part of the organization more ready for 

change than the rest? What information would a pilot 

generate? Would it help or hinder implementation 

throughout the department? Pilot programs should 

have time limits (three or four months) and include an 

evaluation strategy to keep the department focused 

and on track. 

 In the exploration and 

preparation stages, the department’s internal systems 

and structures are modified to support the change. 

Unanticipated issues will emerge as people work 

within the new system. Mechanisms must be in place 

to monitor progress, keep internal systems consistent 

with community policing goals, and improve internal 

processes. 

 Pilots implement 

community policing on a small scale, making the 

diffusion process smoother. Nonetheless, changing an 

entire department often creates heightened demands 

for limited resources, especially time. How will 

training demands be managed? What competing 

initiatives or priorities exist and how will they be 

reconciled with community policing requirements? 

Should top level labor and/or management 

commitments be restated? Emphasize the ongoing 

nature of change through mechanisms which 

continuously review, clarify, modify and improve the 

effort. 

 Collective bargaining issues 

may surface at any time. How they are dealt with can 

significantly affect the level of trust between labor and 

management, the commitment that each exhibits 

toward the joint process and community policing, as 

well as the strategic choices they make about new 

work systems. In many organizations, joint 

committees rule out discussion of contractual issues in 

the design process and in other stages. In other cases, 

labor and management come to realize that some of 

the seemingly intractable problems can be most 

effectively addressed—and more enduring progress 

will result—when all options are open to exploration, 

including those bound by contract or management 

prerogative. The choice of which strategy to pursue is 

very individual. Keep in mind, however, that the way 

labor and management handle these issues may affect 

their satisfaction with community policing processes 

and outcomes and the long-term effectiveness of the 

department. 

  Evaluation should be ongoing—from the 

early stages of exploration through implementation 

and beyond. The exploration, design, and 

implementation processes as well as the outcomes of 

each stage should be subject to review. But, what is to 

be measured? Identify and objectively measure the 

criteria for success for each stage and decide how these 

measures will be packaged for review and then used 

by the joint committee and the workforce. 

Community policing is a process of organizational 

change that is most effective when it has the 

commitment and involvement of its key stakeholders. 

Employees are the stakeholder group most critical to 

the initiative’s success. Unionized police departments 

have a unique opportunity to make use of the 

workforce’s knowledge and expertise through the 

collective voice of the union. A joint labor-

management committee using a systematic approach, 

including exploration, planning and implementation 

stages, offers the greatest opportunity for community 

policing success.

Evaluation :
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Case Study
Energizing Workforce for Superlative Performance

Indian Steel Limited is one of the largest Steel suppliers in the country. The 

Company has grown over the years and a major steel producer in the country. 

With captive iron ore mines, multi-location production capacity, and a wide-spread 

sales and distribution network Indian Steel has established itself as one of the most 

prominent players in the steel market in all the major regions of the country. The 

company has four Zonal Marketing offices across the country located at Delhi 

(Northern Zone), Mumbai (Western Zone), Kolkata (Eastern Zone) and Chennai 

(Southern Zone). During the period 2005 to 2010 the market share of the company 

has shrunk considerably in the Southern Zone due to intense competition from new 

steel producers in the region. Formulation of an effective strategy for the southern 

zone has been one of the major issues with the top management of the company. 

Since the production facilities of Indian Steel were located in the Eastern and Central 

part of the country, the higher freight components were affecting the profit margin 

of sales in the Southern Zone. However the company was not in favour of vacating 

the market in the southern zone considering the strategic importance of the market 

in view of rapid industrialisation and growth in the region. The management was 

clear about one key aspect for sustaining business in the region and that was 

reducing cost of sales and distribution by removing inefficiencies from the sales and 

distribution channel.

The Zonal Managers of Sales and Logistics in Chennai were experiencing serious 

problems in Karnataka Warehouse & Logistics where one of the major Warehouses 

of the company was located. During the past one year there were increasing 

incidents of delayed delivery, wrong delivery and even non-delivery against firm 

orders. These issues were becoming major cause of concern for the sales team in 

Karnataka, Managers in Zonal office. This was also leading to extreme customer 

dissatisfaction and resentment. 

The country head of Logistics Mr. Suresh Sahu was very upset with increasing 

number of complaints from customers and from his counter parts in Marketing. The 

Zonal Logistics Manager Mr. Ramakant Majumdar had given him feedback that the 

problem was of people management and more so with the leadership in the 

Warehouse. Mr. Sahu was not able to figure out the cause as the Warehouse In-

charge of Karnataka had earned recognition about 18 months ago for effectively 

executing a high volume critical project order with stringent delivery conditions. 

That was an exceptional achievement, considering the volume and complexity 

involved in the execution process. However, certainly the performance of the 

warehouse and the logistics team, in the past one year, has been dismal and 

Sandip Das*

* Asstt. General Manager (Acad) & Sr. FM, MTI, SAIL, Ranchi
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unacceptable. Mr. Sahu got some clue when he 

received the resignation letter of the Warehouse In-

charge with a request to release him from the services 

of the company at the earliest. He immediately talked 

to the warehouse in-charge over phone to find out the 

reason for his decision to quit. The reason given by the 

warehouse in-charge was not very convincing to Mr. 

Sahu. He discussed with Mr. Majumdar on the issue, 

who was also having no clue for the reason of 

resignation of the Warehouse in-charge. Without 

further inquiry, Mr. Sahu thought of a successor at the 

warehouse and started consulting people in the 

organisation for a manager who can appreciate the 

market requirements and customer’s concerns and at 

the same time provide leadership to the workforce in 

the warehouse.

Finally, Mr. Sahu appointed Mr.Sanjay Mishra, a 

marketing executive of Northern Zone as the 

Warehouse in-charge in Karnataka. Sanjay had no 

prior experience in the area of warehousing and 

logistics.

Sanjay joined the warehouse immediately following 

the order. The warehouse for Karnataka was fairly big 

spread over an area of about 20 acres with facilities of 

covered shed, overhead cranes with magnetic 

handling equipments. Layout and facilities of the 

warehouse was suitable for handling and storage of 

high volume of material. The manpower in the 

warehouse comprised three executives, five regular 

staffs, about twenty security staffs and sixty contract 

workers and supervisors.

Within first week itself Sanjay could sense a lack of 

synergy among the various groups in the warehouse 

and disconnect between people and their 

responsibility. The housekeeping and cleanliness 

were far from desired levels. Lack of sensitivity to 

customers’ need was quite visible. 

During the interaction with individual executives and 

staffs, Sanjay did not find anything wrong in them. All 

of them appeared responsible and serious about their 

jobs. However a lack of pride in job among people was 

evident from their actions and behaviours. People in 

the warehouse were indulged in blame game i.e. 

attributing their failure to slackness of other agencies.

The initial Experience

Digging the Root

Sanjay discussed with each executive, staff and 

supervisor individually to figure out the reasons of 

slackness in the warehouse. During the discussion he 

noticed that each of the employees in the warehouse 

used to recall and boasts his contribution towards 

making the supplies to Southern Water-Net Project 

when 90,000T of steels were supplied tot this multiple 

location project within a period of six months. The 

terms and conditions for this supply were very 

challenging and the logistics were very complex. 

Reference to the particular supply case was so 

frequent and repetitive that Sanjay was feeling 

irritated. He got a feeling that the people were 

justifying their worth and capabilities through the 

over-hyped and celebrated project supply success. 

Sanjay wondered that in reality the project supply 

execution would not have been as challenging and 

complex as it was being depicted. However out of his 

inquisitiveness he started to go through the 

documents and related files of the Southern Water-

Net Project supplies. There were voluminous 

documents generated during the supply period of six 

months. As Sanjay was going through the supply 

details he was getting more and more interested and 

surprised. He quickly realised that the supply was an 

amazingly complex and challenging act which was 

carried out with absolute precision within a stipulated 

timeframe by this group of people under the 

leadership of the previous warehouse in-charge. 

Sanjay could not believe how the same set of people 

under the same leadership could have performed 

such a complex and demanding assignment a year 

before.

The contradictory behaviours and actions 

demonstrated by the same set of people was 

something which left Sanjay utterly confused. But this 

study gave him a strong belief that these people were 

capable and his challenge was to find out the missing 

element that can unleash their potential and 

channelize their efforts.

Sanjay started to look into more details about the 

situations and conditions prevailing during the 

Southern Water-Net Project Supplies to find out the 

factors that motivated and synergised the whole 

group. In order to get a clue to this mystery he 

Energizing Workforce for Superlative Performance
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interacted with every individual involved in the 

process including the warehouse employees, 

members of the sales team, Water-Net project officials 

and also his predecessor. Although the interactions 

gave him more clarity about the process, complexity 

and the exceptional execution of the order, he was 

clueless about the differentiated behavioural pattern 

and actions, those were manifested by the same set of 

people under the same leadership. This mystery was 

giving Sanjay sleepless nights as he was sure that once 

he finds the root of this and discover the factors that 

created the differentiated behaviour and action, he 

would be able to reorient the people in a more 

meaningful manner. He started discussing this issue 

with every wise person he knew including Mr. Sahu 

and Mr. Mazumdar. For almost a month Sanjay had no 

answer to this mystery. He almost started feeling 

disturbed and distressed, but finally in an unexpected 

way, the clue got unfolded before him like a flash with 

a lot of clarity. Astonishingly this happened during a 

casual discussion with two persons who were not 

related to the steel industry.

After about a month of his taking over the charge of 

the warehouse and shifting his family and 

establishment to the new location, Sanjay’s Parents 

came to visit him. On one evening, on a week end, 

Sanjay’s Father who is a retired Doctor, wanted to visit 

one of his old friends, Brigadier Dr. Tripathy who was 

also staying in the same city. Sanjay accompanied his 

father to Brig.  Tripathy who had retired from Indian 

Army. That evening during the discussion Sanjay 

narrated the strange differentiated behavioural 

pattern of the warehouse employees before the two 

doctors. Both of them got interested in the story and 

gave some interesting justifications. Brig. Tripathy 

quickly related these incidents with the war time and 

peace time behaviours of soldiers and officials in the 

army. He mentioned that a major common challenge 

unifies the purpose of each member of a team and 

intensifies the desire to achieve the purpose. The 

overriding priority for approaching towards the 

purpose, outsmarts the possible differences and 

frictions within the team. This is because of a strong 

urge for survival and accomplishment that guide the 

emotional and behavioural pattern of all members in a 

The Eureka Moment

team. This is the reason, at times, leading a force 

during peace time needs some different sets of people 

management skills. Successful war time leaders might 

not be the best leaders during peace time. During 

peace time, leaders need skills to enthuse the followers 

and create excitement in them for performing 

mundane tasks and on achieving ordinary feats. 

Sanjay’s father supplemented with another theory, 

whenever a major success is accomplished there is a 

likely emergence of accompanying breakdown. As, 

after the best is achieved, people do not find the 

meaning in other average acts and tasks. This is one of 

the reasons why very successful people go to 

depression after their highest achievements, some 

even develop suicidal tendency. This also hold good 

for teams. Managing post success emotions and 

behaviours is one of the biggest and most essential 

challenges of a true leader. This discussion was an 

amazing explanation of an apparently mysterious 

behavioural pattern of people under different 

situations and circumstances. The whole mystery was 

getting unfolded before him like the pieces of a 

PUZZLE getting assembled and displaying the total 

picture at once. Sanjay was feeling like rushing back to 

the warehouse and start planning for his course of 

action with the new insight. He was thanking both the 

wise men from core of his heart. He came back home 

late in the evening after dinner at Brig. Tripathy’s 

place and could not sleep for a moment that night. He 

was intensely thinking about the approach and plan 

for the future to get things back to order.

Next morning was a different experience for Sanjay at 

the warehouse. The people there, were appearing to 

him like a group of soldiers, who after victory, have 

joined a farm as farmers for their livelihood. And 

naturally they lack the vigor, as there were no enemies 

to fight with. Now Sanjay was thinking how to create a 

feel of war for people while they are working in a farm 

as farmers. Creating a strong sense of PURPOSE in 

them was the key, which was coming to his mind 

repeatedly, “but how?”, he kept on questioning 

himself. He went back to basics and felt 

communication is the only mean to achieve this. 

Immediately he called meeting of all the executives in 

the warehouse. Sanjay told them that from next day, 

The Drawing Board
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the warehouse need to start with a communication 

meeting with all key employees for expected results 

and end with a meeting for analysis of performance 

against desired result. Swaraj Barua the senior most 

executive of the group was sceptical about the exercise 

as this would take away vital time which is so essential 

for the warehouse. Swaraj had six years of experience 

in warehousing including four years in the southern 

zone, a person sound about the warehouse operation 

and contracts, but mediocre in his communication and 

people management. He was a frank person and 

perceived as arrogant and rigid by other people. 

Sanjay was prepared for the scepticism, in fact was 

looking for it from someone and thanked Swaraj from 

within for resenting at the beginning. He explained 

the whole story to the executives with the new 

perspective, why warehouse is failing to deliver after 

such a brilliant performance in the past. He explained 

them his plan of action to create a sense of purpose in 

the people and instructed Swaraj to organise the 

meeting on a daily basis without fail. Although his 

explanation was far from convincing to the executives, 

he was convinced that with patience and 

perseverance he would be able to convince everybody 

to bring things back on track.

Sanjay tasted the first success much earlier than he 

expected. By afternoon on the same day, Swaraj came 

to him and stated that he has an idea for the 

communication sessions. He suggested that we may 

start with a ten minutes session for stretching and 

meditation before starting the communication. Sanjay 

immediately agreed and complemented Swaraj for 

the novel idea. In the evening he called a meeting of all 

employees to convey the decision and the purpose of 

it in simple term. As expected there were visible 

resentments from the employees for the exercise. 

Sanjay preferred not to explain, reiterated his decision 

and closed the meeting.

Sanjay reached warehouse 30 minutes before the 

scheduled time to ensure that the arrangements were 

in place. He was happy to see the arrangements in 

order. He was feeling the rush of adrenalin within and 

was hoping for a decent beginning to the exercise. He 

was prepared for the initial scepticism and resentment 

for the approach and had been mentally preparing for 

The new beginning

the likely uncomfortable questions. He had also 

prepared an agenda with specific discussion points.

Sanjay ensured his presence two minutes before the 

meeting and the meeting started on time. Tactically 

the meeting was planned in the open terrace. In the 

beginning, Swaraj gave a brief introduction about the 

agenda of the meeting and thanked everybody for 

attending on time and the first agenda of fitness and 

mediation started with simple guidance from Swaraj 

himself. Sanjay noticed that there was reasonable 

acceptance of the process. After ten minutes of fitness 

stretching and meditation, Swaraj requested Sanjay to 

take over. Sanjay had prepared the points 

systematically and conveyed them with simple terms. 

But it was not as smooth as he had thought. He was 

feeling a disconnect and some sort of a cold responses 

to his view points. He was feeling very uncomfortable 

within as if his words were mechanically passing 

through the people. After the address he requested 

the people to react to his plan of regular morning 

communication and also asked them to suggest 

pressing issues which needed to be addressed on 

priority in order to improve the warehouse 

performance.

As expected the reactions were full of scepticism, of 

poor taste and hostility. Sanjay was prepared for this. 

He maintained his calm. At the end of the meeting 

Sanjay stated in a firm voice that this process is going 

to take place on a daily basis and would provide a 

direction for the day. At the end of the day the day’s 

performance would be discussed in detail in a meeting 

which would be attended by all executives and some 

key employees of the warehouse.

The first day’s experience was very unsettling for 

Sanjay. He was feeling like hitting a rock on his first 

step itself. Within few moments Sanjay re-organised 

his thoughts and reflected on the whole process again 

and what are the things that needed to be focused to 

improve effectiveness in the communication exercise. 

He realised that the initial resentment was a likely 

natural human reaction to change and he needs to 

have patience and strategically motivate and convince 

few opinion makers in support of the process. 

Immediately after the communication exercise, Sanjay 

formed a core team consisting of all the executives of 

Warehouse as its permanent members and three 
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temporary members from staffs and field supervisors, 

who would attend core team meetings on invitation 

on rotation.

In the evening he called the first core team meeting 

attended by the executives, two of the key staffs and 

field loading supervisor. In the meeting, he took stock 

of all the days loading and delivery related activity 

and at the end asked each member to think of one 

important change in their areas which will result in 

some improvement in operation in their areas. He 

asked them to think about it and suggest during the 

next day morning communication exercise. The idea 

was to give some positive shape to the interactions 

during the morning communication exercise.

Communication exercise on the second morning was 

much better than the first day as each of the executives 

and staffs and field executives had some suggestions 

of improvement which streamlined the discussions to 

a reasonable extent. Sanjay also asked for action plans 

of each of the suggestions which would be discussed 

in the evening performance review meeting. This 

process continued for few days with reasonable 

acceptance for the communication process. Sanjay 

somehow was not getting any breakthrough for 

bringing in the synergy. He was getting a feeling as if 

the communication exercise had become a ritual. He 

thought he needed to do something more than just a 

communication exercise to instil a sense of purpose 

and bring in excitement in people even for the 

mundane daily activities of the warehouse.

Sanjay called a core team meeting in the evening and 

conveyed them that the communication exercise in 

the warehouse needed to be given a new shape may 

be with a powerful name. The objective was to instil a 

strong sense of purpose in the people. Sanjay was 

aware, that to do that it had to be first ascertained, 

what are those Goals that needed to be pursued in 

order to enhance the warehouse performance and in 

turn support the organizational objective. He also 

suggested that the purpose or objectives should be 

few but should cover all the activities, processes and 

deliverables of the warehouse which can be expressed 

in simple yet powerful words for easy recall by 

everybody. He also suggested that the all the reviews 

Shaping the Communication

of activities should be based on the metrics which can 

be related easily to the identified objectives.

Sanjay was happy to notice a clear indication of 

enthusiasm in the members of the core team. He 

cheered them up and asked to think about a name and 

objectives that can be conveyed in simple terms.

During the next one week the core team members 

brainstormed on various names, overall objectives 

that cover the primary purpose of the warehouse 

group. The shortlisted objectives were :

· Providing quality service to ensure customer 

delight

· Housekeeping and proper storage of materials 

and other facilities

· Follow the guidelines and procedures at the same 

time innovate to improve service quality

· Follow safety practices at all times

The core committee was then thinking how to have 

simple yet catchy words which can be easily related to 

the above objectives. Finally they came up with 4 

simple words (Motto) starting with the letter “S”:

· Smiling : We do our job with smile and ensure 

smile on the face of our customers

· Shining : We keep right things at right place at 

right time to ensure a shining warehouse

· Simplifying : We follow the guidelines yet strive to 

simplify activities through innovation

· Safe Working : We follow safety norms at all cost 

and ensure safety for all

Sanjay could clearly see a triumphant radiance on the 

face of each of the core team member. Now the 

challenge was to find names for the communication 

exercise and the performance review meeting. The 

core team felt to use simple Sanskrit words for more 

impact. Finally they decided the name of the 

communication exercise as “PRAYATNA” meaning 

special careful effort (for achieving the 4S) and that of 

review meeting as “SAMIKSHA”. They felt that 

SAMIKSHA should not only be review and evaluation 

but would also be used for action planning for 

pending issues and would be conveyed during 

“PRAYATNA” to people on the following morning.
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The team was in a mood of celebration after the 

christening of the programmes and the mottos for the 

warehouse for instilling a sense of purpose. They 

cherished their own efforts over hi-tea that evening in 

the warehouse. Each member was eagerly looking 

forward to the next morning communication exercise 

where these were to be formally rolled out.

Next morning communication exercise was a 

memorable one for the core team members. Sanjay 

was astonished to see that few of the core team 

members including Swaraj have brought Posters with 

name “PRAYATNA”, “SAMIKSHA” and “SMILING”, 

“SHINNING”, “SIMPLIFYING” and “SAFE 

WORKING” which they had made themselves with 

the help of their kids at home. The moment Sanjay 

announced the name and thanked everybody, there 

was a childlike cheer and celebration in the meeting. 

Sanjay was overwhelmed by the whole thing 

however he was cautious in his approach thinking 

that it was only the beginning.

Sanjay thought that the process would gather steam 

only when people taste success and he knew that it 

needed to happen early otherwise it would be difficult 

to sustain the euphoria. He thought of leading the 

process through the core team. He called a meeting of 

the core team and asked them to find issues which 

were affecting customer satisfaction the most. The 

team spent an hour to find out objectively, the most 

disturbing and frequent customer dissatisfaction 

issues in the last one month. The most prominent of 

them was the issue of “delivery failure even after 

placement of trailer by the customer”. The numbers of 

such occurrences were too large and very irritating for 

customers as they needed to pay the transporters for 

placing the vehicles which either do not get loaded or 

get partially loaded due to some internal reason.

The primary reason identified was non-availability of 

physical material, although the material ledger system 

reflected availability of the same, on the basis of which 

the vehicles used to be placed for delivery. When they 

probed deeper into issue they found that primarily it 

was non-traceability of material. In some cases the 

trailers were not loaded due to too many loading 

vehicles bunching together and as a result few trailers 

remained unloaded at the end of the day and were 

Planning for Success

returned with a request to report on the next morning. 

These incidents upset the customers and their 

transporters as they had to incur unnecessary 

expenses.

Looking at the frequency of such occurrences, Sanjay 

had a hunch that there was a mess in the planning and 

monitoring mechanism. He called all the concerned 

persons and asked for the formats and tools they use 

for planning and monitoring of loading activities. 

When he saw the pending delivery order list he was 

perplexed. It was a complex computer generated 

statement of about 20 pages containing information 

about more than 50 customers, about 20 transporters 

(door delivery orders to various destinations) and 

more than 60 types of products. Seeing this he could 

easily make out the cause of the failures. The 

complexity of the list itself was the answer to the cause 

of so many failures which was leading to a complete 

mess in the planning and monitoring system.

He quickly suggested a new planning and monitoring 

system. For revised system three reports were 

designed for the purpose of monitoring pending 

delivery orders :

1. On the basis of Customers

2. On the basis of Transporters (door delivery)

3. On the basis of Products

These reports would be prepared at the end of the day 

for the planning of next day.

· First the Product based report would be given to 

the field loading supervisor to certify traceability 

and deliverability of the materials. 

· The planning for next day to be done by the 

executive in-charge of the operation.

· The final planning sheet is to be given to the 

concerned staffs and the warehouse gate.

· The planning was to be conveyed to the customers 

and transporters through e-mail and phone with 

time for placement of their vehicle. This 

telephonic communication is to be done by two 

security personnel from the gate but the executive 

in-charge of operation would take the 

responsibility for ensuring this communication.

· Non-traceable and non-available materials cases 
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were to be given to the executive responsible for 

housekeeping and material storage .Further the 

issue had to be addressed within 24 hours with 

feedback to the warehouse in-charge.

The system appeared comprehensive but there was 

one problem of taking out reports in three different 

formats. Sanjay had noticed the reports were MS Excel 

print outs and he felt reports on different basis would 

not take more than ten minutes. He taught the Pivot 

table tool to each of the executives and staffs involved 

in the process and made them proficient in the tool 

within three days. And the system was implemented. 

(Annexure – II)

This system did wonders and the results were visible 

within a week. All the people involved were having 

absolute control over the activities and were knowing 

what is going to happen next.

Immediately after this success, during his address 

during PRAYATNA, Sanjay praised the whole 

operation group for adopting the system effectively 

and explained everybody how the initiative had 

helped people in doing the job with a smile, brought in 

smiles on the face of the customers and helped tracing 

out materials lying at undesirable areas and made it 

shinning. This concrete example was powerful enough 

to make people believe in the process.

This was only the beginning. Within a month, to the 

astonishment of everybody including Sanjay, there 

were improvements in all the areas of functioning of 

the warehouse. Most of these improvements came as a 

result of suggestions and ideas coming from the 

employees and contract workers and all of them were 

fitting in to one or more categories of the 4S.

Usually the warehouse was getting delivery orders of 

door delivery or warehouse delivery. In case of door 

delivery, the warehouse was to organise the delivery 

to the customer premises through authorised 

transporters. In case of warehouse delivery the 

customers used to deploy their authorised 

transporters to lift material from the warehouse. In 

both the cases the loading operation was facilitated by 

overhead cranes and tyre mounted field mobile cranes 

were deployed in the warehouse. Trucks and trailers 

Reaping the Fruits

Reduction of Vehicle Turn-around time

used to enter the warehouse to collect a loading advice 

of the material against the delivery order and then go 

for empty vehicle weighment at the warehouse 

weighbridge. After the tare weight they used to 

produce the loading advice to the loading supervisor 

for of the material on their vehicles. There might be 

advice for loading of single or multiple products on 

one vehicle. Multiple product loading needed 

multiple weighment (weighment after loading of each 

material). After loading of all the products the final 

weighment was to be taken and the invoice used to be 

issued along with all related documents to allow the 

vehicle to go out of the warehouse premise after the 

security check at the exit gate. At peak hours the 

average number of vehicles in the warehouse was 25 

to 30.

The operation group under the guidance of the 

executive in-charge took up the challenge to reduce 

the turn-around time by at least 20% within a month.

They analysed all the activities involved in the whole 

process. They observed the total cycle on the field and 

tried to find out areas where significant time can be 

saved through some innovation in processes.

There were three overhead cranes and six field cranes 

in the warehouse for loading of material. The 

operation group could figure out that the multiple 

product loading vehicles undergo a high waiting time 

in the ware house as the drivers used to take decision 

of sequence to follow for loading and where to place 

the vehicle (near which crane). The operation group 

felt, a sequence of loading would help reducing the 

waiting time significantly.

Second aspect was that the multiple product vehicles 

and single product vehicles were approaching the 

weigh bridge in one queue for weighment of the 

loaded vehicles. Since the multiple product vehicles 

would need further loading and weighment, their 

waiting time were high even when the cranes were 

idling. On certain occasion multiple product vehicles 

used to approach a single crane in a bunch leading to 

higher waiting time of the vehicles near the crane.

To take care of these unnecessary waiting times the 

operation group devised a novel way of giving 

sequence of loading to multiple product vehicles and 

Sequencing the loading of multiple product vehicle :
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creating a system of two queues of approach to the 

weighbridge. They also coached the security guard to 

take decision on vehicles to take for weighment from 

which queue based on the feedback from loading 

supervisor depending on the readiness of the cranes 

for loading.

This system reduced the average turnaround time by 

more than 20% within a period of less than three 

weeks of adopting the system. The outcome was a 

major boost for the PRAYATNA movement and the 

operation group along with the loading workforce.

One of the major products of delivery of the 

warehouse was the TMT Bars which accounted for 

almost 40% of delivery. The thinner TMTs in the 

thickness of 8mm, 10mm and 12mm used to be coming 

to the warehouse in coil form. The deliveries used to 

be done after decoiling of the coils and cutting them in 

the 12m length. This activity was out sourced to a 

contractor who had installed three decoiling and 

cutting machines in the warehouse and with an 

agreement to produce 50T of decoiled TMT bars per 

day. But invariably the decoiling of bars used to be 15 

to 20 T per day. This was causing inordinate delay in 

delivery.

Swaraj took up the issue along with couple of staffs 

and the decoiling supervisor and the contractor. All of 

them tried to find out the cause of the dismal 

performance. The major causes of the low output 

were as follows :

· Repeated power failure during the day

· Frequent change of diameter of coil due to 

pressure from sales team for delivery to priority 

customers

· Delay in evacuation of decoiled bars causing space 

constraints leading to slower decoiling rate

· Non-availability of coils to maintain continuity of 

the operation

The group tried to find out the time when maximum 

load shedding is occurring leading to disruption in 

operation. Swaraj fixed up an appointment with the 

Electrical Executive Engineer of the locality and 

Improving the Decoiling Performance

Action plan to improve decoiling performance

visited him along with Sanjay. They discussed about 

the load shedding and the minimum power 

interruption period in a day. They figured out that 

early morning and late evening period are the two 

relatively uninterrupted power supply slots. They 

discussed with the contractor and persuaded him to 

maximise operation in the early morning or late night 

period. The contractor after consultation with the 

workers agreed for night shift operation in the 

summer days when the load shedding menace is 

prevalent.

Sanjay took up the responsibility to raise the issue of 

non-availability of input coils and ensure availability 

of the same.

To ensure immediate loading of the decoiled material 

they developed a system of decoiling on the basis of 

pending delivery orders and delivery plan of the 

operation group on daily basis. Swaraj took up the 

responsibility to manage and monitor the system, 

which would ensure minimum change of diameter 

and immediate loading of decoiled material.

On the very next month of implementation of this 

action plan warehouse registered the best ever 

decoiling in the history of the decoiling operation and 

continued breaking this feat in subsequent three 

months.

This initiative was leading to Smiling, Shinning and 

Simplifying in the most appropriate way.

Sanjay suggested a structured communication 

framework to enhance the effectiveness of the 

warehouse. He along with the executives identified all 

the key stakeholders who mattered for the warehouse. 

Some of the key stakeholders were Sales team, Zonal 

office, Head office, Customers, Railways authorities, 

Transporter Association and transporters, Excise 

authorities, Electrical and Water supply authorities, 

Production units.

They devised a framework where there was a 

c o m m u n i c a t i o n  o w n e r,  t h e  s u b j e c t s  o f  

communication, their frequency, mode of interaction, 

objective of the communication. Each of the 

executives were assigned with one or more 

stakeholders and were advised to strengthen the 

Structured approach to Communication with 

Stakeholders

Energizing Workforce for Superlative Performance
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communication process to ensure high performance 

of warehouse leveraging their relationship with the 

stakeholders.

This process was highly successful and created a lot of 

goodwill for the warehouse and led to high 

performance of the warehouse.

Sanjay himself had taken up major stakeholder 

communication responsibility and kept tracking 

every communication owner’s performance and 

progress.

There were many such initiatives in the warehouse by 

various groups which resulted in quantum 

improvement in operation and planning and a 

changed mind-set of people. Some of the key results 

are shown in Annexure – III.

Conclusion

PRAYATNA and SAMIKSHA led to creating a high 

performing team in the warehouse. Within three 

months of the initiatives the warehousing group had 

transformed to a motivated, purposeful and 

enthusiastic group committed to SMILING, 

SHINNING, SIMPLIFYING and SAFE WORKING. 

The team was bubbling with energy, transformed to a 

helping group from a blaming group. In every 

individual, there was a visible sense of pride in their 

work. PRAYATNA and SAMIKSHA had become a way 

of life providing light for progress. A culture was 

created for helping people to develop themselves 

through their work. It was an outstanding experience 

of cultural transformation of a very high order by 

Sanjay and his team.

Field Supervisor
Traditional Wing
+ 15 Workmen

Staff (Transport
Management)

Field Supervisor
Mechanized Wing

+ 15 Workmen

Material Handling
Supervisor

Executive
(Operation and
Transportation)

Weigh bridge/
Invoicing Staffs

(4 staffs)

Security In-charge
+ 18 Security

Guards

Executive
(Administratiom

and Liaison)

Railway Track
Maintenance

Supervisor + 6
Workmen

Executive
(Contracts, Decoiling &

Stock Management)

Stock Verifier

Warehouse
In-Charge

Warehouse Organization Chart

Annexure - I

Decoiling
Supervisor

+ 9 Workmen

Assistant
Contractor

Management

Electrical
Maintenance
Supervisor

+ 5 Workmen
Cleaning &
Gardening
Supervisor

+ 8 Workmen
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Revised System for Delivery Planning

Annexure - II

Executive Operation
Product-wise Pending

List to Field Supervisors
and Executive Decoiling

Product Not traceable
List to

Executive (Stock)

Deliverable Products List 
to Executive Operation for 
Final Planning

Delivery status reviewed 
during "Samiksha" on the 
following day.

Preparation of Final Delivery plan by
Executive (Operation). List Based on 
Customers and pass on to WH gate for 
intimation to customers alongwith time of 
placement of vehicle next day. A copy of 
the list given to the field supervisors and 
decoiling Supervisor for preparedness.

Transporter-wise Vehicle 
placement status reviewed 
during "Samiksha" on the  
following day.

List Based on Transporter (for door 
delivery) given to Staff (transport 
Management) for  intimation to 
t ransporters alongwith t ime of  
placement of vehicle next day.

A detailed action-plan 
prepared within 24 hours 
for trading the material and 
planning for delivery within 
a specified time limit. 
Monitored by WH in-
Charge on daily basis.

Locate the material with the help of stock 
verifier and give Feedback to WH in-
charge on status of traceability / 
deliverability of the material

●Improvement of stacking in the warehouse

●Studying best practices followed by the 

competitors by visiting their premises and 

adopting some practices

●Developing a beautiful garden

●Creating more space for material stacking

●Disposing off scraps and packing material on time

●Identifying defective and old materials and 

helping the sales team to take action on time

●Ensuring use of safety appliances in all operations

●Security report, in every three hours to enhance 

vigilance and reduce unnecessary idling of 

equipments

●Ensuring completion of loading by 6 PM.

●Introducing a practice of Guard of honour to 

visiting VIPs to the warehouse

●Taking up and executing major projects like 

Building a new connecting road to the warehouse 

from the main road, Repair of Cranes, Installation 

of Generator for uninterrupted power supply etc.

Annexure – III

Important Accomplishments through  PRAYATNA and SAMIKSHA 

Energizing Workforce for Superlative Performance
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Book Review
How the Mighty Fall

(and why some companies never give in)

I

Great Companies Can Stumble, Badly, and Recover

Five Stages of Decline : 

1 : Hubris Born of Success

n How the Mighty Fall and some companies never give in, Jim Collins confronts 

these questions, offering leaders the well-founded hope that they can learn how 

to stave off decline and, if they find themselves falling, reverse their course. Collins’ 

research project  more than four years in duration uncovered five step-wise stages 

of decline :

Stage 1 :  Hubris Born of Success 

Stage 2 :  Undisciplined Pursuit of More 

Stage 3 :  Denial of Risk and Peril 

Stage 4 :  Grasping for Salvation 

Stage 5 :  Capitulation to Irrelevance or Death 

By understanding these stages of decline, leaders can substantially reduce their 

chances of falling all the way to the bottom. 

Every institution, no matter how great, is vulnerable to decline.  There is no law of 

nature that the most powerful will inevitably remain at the top.  Anyone can fall and 

most eventually do. But, as Collins’ research emphasizes, some companies do 

indeed recover in some cases, coming back even stronger - even after having 

crashed into the depths of Stage 4.Decline, it turns out, is largely self-inflicted, and 

the path to recovery lies largely within our own hands.  We are not imprisoned by 

our circumstance, our history, or even our staggering defeats along the way.  As long 

as we never get entirely knocked out of the game, hope always remains the mighty 

can fall, but they can often rise again

Great enterprises can become insulated by success; accumulated momentum can 

carry an enterprise forward, for a while, even if its leaders make poor decisions or 

lose discipline. Stage 1 kicks in when people become arrogant, regarding success 

virtually as an entitlement, and they lose sight of the true underlying factors that 

created success in the first place.  When the rhetoric of success (“We’re successful 

because we do these specific things”) replaces penetrating understanding and 

insight (“Where successful because we understand why we do these specific things 

and under what conditions they would no longer work”), decline will very likely 

follow. Luck and chance play a role in many successful outcomes, and those who fail 

to acknowledge the role luck may have played in their success - and thereby 

Jim Collins*
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overestimate their own merit and capabilities - have 

succumbed to hubris.

Hubris from Stage 1 (“We’re so great, we can do 

anything!”) leads right into Stage 2, the Undisciplined 

Pursuit of More - more scale, more growth, more 

acclaim, more of whatever those in power see as 

“success.” Companies in Stage 2 stray from the 

disciplined creativity that led them to greatness in the 

first place, making undisciplined leaps into areas 

where they cannot be great or growing faster than 

they can achieve with excellence, or both.  When an 

organization grows beyond its ability to fill its key 

seats with the right people, it has set itself up for a fall. 

Although complacency and resistance to change 

remain dangers to any successful enterprise, 

overreaching better captures how the mighty fall.

As companies move into Stage 3, internal warning 

signs begin to mount, yet external results remain 

strong enough to “explain away” disturbing data or to 

suggest that the difficulties are “temporary” or 

“cyclic” or “not that bad,” and “nothing is 

fundamentally wrong.” In Stage 3, leaders discount 

negative data, amplify positive data, and put a 

positive spin on ambiguous data. Those in power start 

to blame external factors for setbacks rather than 

accept responsibility.  The vigorous, fact-based 

dialogue that characterizes high-performance teams 

dwindles or disappears altogether.  When those in 

power begin to imperil the enterprise by taking 

outsized risks and acting in a way that denies the 

consequences of those risks, they are headed straight 

for Stage 4.

The cumulative peril and/or risks-gone-bad of Stage 3 

assert themselves, throwing the enterprise into a 

sharp decline visible to all.  The critical question is, 

How does its leadership respond?  By lurching for a 

quick salvation or by getting back to the disciplines 

Stage 2 : Undisciplined Pursuit of More

Stage 3 : Denial of Risk and Peril

Stage 4 : Grasping for Salvation

that brought about greatness in the first place?  Those 

who grasp for salvation have fallen in Stage 4.  

Common “saviors” include a charismatic visionary 

leader, a bold but untested strategy, a radical 

transformation, a dramatic cultural revolution, a 

hoped-for-blockbuster product, a “game changing” 

acquisition, or  any number of other silver-bullet 

solutions.  Initial results from taking dramatic action 

may appear positive, but they do not last.

The longer a company remains in stage-4 repeatedly 

grasping for silver bullet, the more likely it will spiral 

downward. In stage5, accumulated setbacks and 

expensive false starts erode financial strength and 

individual spirit to such an extent that leaders 

abandon all hope of building a great future. In some 

cases their leader just sell out, in other cases the 

institution atrophies into utter insignificance, and in 

the most extreme cases, the enterprise simply dies 

outright. 

It is possible to skip a stage; however the author opines 

that companies are likely to move through them in 

sequence. All companies go through ups and downs, 

and many show signs of Stage 1 or 2, or even Stage 3 or 

4, at some point in their histories.  Yet Stage 1 does not 

inevitably lead to Stage 5.  Just because an 

organization may have made mistakes and fallen into 

the stages of decline does not seal their fate.  So long as 

the organization never falls all the way to Stage 5, it 

can rebuild a great enterprise worthy of lasting.

Random House Business Books 

Year of Publication : 2009, 

No of pages : 222, Price :  $ 23.99

Srimant Kumar Mallick

Senior Manager( Acad) & Sr. FM

MTI, SAIL, Ranchi
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Book Review
Poor Economics

It was a surprise that a book on poverty alleviation would be the Winner of the 

2011 Financial Times/Goldman Sachs Best Business Book of the Year Award. 

Perhaps the shift of policy thinking is intrigued by why billions of government 

dollars and thousands of charitable organizations and NGOs and CSR action-plans 

are dedicated to helping the world’s poor. 

Abhijit Banerjee is the Ford Foundation International Professor of Economics at MIT. 

He is a fellow of the American Academy of Arts and Sciences and the Econometric 

Society. He has been a Guggenheim Fellow. He has also received the inaugural 

Infosys Prize (2009) in Social Sciences and Economics. He spends lots of time 

conducting research surveys in the villages of India, Kenya, Indonesia and other 

developing nations. Esther Duflo is the Abdul Latif Jameel Professor of Poverty 

Alleviation and Development Economics at MIT. Duflo has numerous academic 

honours and prizes credited to her name that include the John Bates Clark Medal 

(2010) and a MacArthur Fellowship (2009). She has also been featured in Foreign 

Policy’s Top 100 Global Thinkers and Fortune’s 40 under 40. She has also conducted 

research surveys in the villages of India, Kenya, Indonesia and other developing 

nations.

Poor Economics takes the readers to the world of poverty. If you ever wondered why 

poor people make the choices they do, here is a new perspective to it. Poverty can 

result owing to poor health, poor education that leaves a little scope for bright 

future. This book out rightly rejects the popular notion of requirement of big ideas to 

eradicate poverty. The authors have a strong argument that well structured 

antipoverty programs can be a success. This realistic approach to world poverty 

defies the big picture arguments and idealistic equations put forth by economists. As 

economists at the Massachusetts Institute of Technology, both the authors remain 

fascinated by poverty. In this engrossing new book they draw on some intrepid 

research and a store of personal anecdotes to illuminate the lives of the 865m people 

who, at the last count, live on less than $0.99 a day. They have pioneered the use of 

randomized control trials in development economics. These trials test anti-poverty 

remedies much as pharmaceutical firms test drugs. One group gets the remedy, 

another does not. The two groups are chosen at random, so the remedy should be 

the only systematic difference between them. If the first group does better, the 

benefit can be attributed to the project and not the many other factors that might 

otherwise obscure the result.

Work based on these principles, supervised by the Poverty Action Lab, is being 

carried out in dozens of countries. Drawing on this and their 15 years of research 

from Chile to India, Kenya to Indonesia, they have identified wholly new aspects of 

the behavior of poor people, their needs, and the way that aid or financial.

Abhijit Banerjee, Esther Duflo*
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investment can affect their lives. This important book 

illuminates how the poor live, and offers all of us an 

opportunity to think of a world beyond poverty.

"Poor Economics" draws on a variety of evidence, not 

limiting itself to the results of randomised trials, as if 

they are the only route to truth. And the authors' 

interest is not confined to "what works", but also to 

how and why it works. The authors are fascinated by 

the way the poor think and make decisions. Poor 

people are not stupid, but they can be misinformed or 

overwhelmed by circumstance, struggling to do what 

even they recognise is in their best interests. They 

describe how borrowers in south India exploited a 

contractual loophole to avoid taking out health 

insurance, which their micro-lender insisted they buy 

for their own good.

The poor, like anyone else, can also succumb to inertia, 

procrastination and self-sabotage. The authors 

discovered it was quite normal for poor women in the 

Indian city of Hyderabad to take out a microloan 

charging 24% interest only to deposit it in a savings 

account that paid 4%. This seems mad, except that the 

obligation to repay the loan ensured the women did 

not squander the money.

The book crosses swords with the business gurus and 

philanthropists who project their own enthusiasm for 

entrepreneurship onto the poor. Yes, the poor are 

more likely to run their own business than the rest of 

us. But that is because they have no other choice. 

When asked, most of them aspire to a government 

post or a factory job.

The authors advocate what they call a "quiet 

revolution". They insist that things can be improved 

"at the margin", which is an economist's way of saying 

that things can get better, even if they are very bad. 

They also make the case that improved policies can 

contribute to better politics. Once constituents see that 

good policymaking can make a difference to their 

lives, they raise their expectations, and demand more.

At the end Poor Economics is extremely impressive; it 

is really appealing to people who lack an in-depth 

knowledge in economics. It is easy to grasp, as it is less 

technical in terminologies and descriptions. It 

comprises of anecdotal stories that focuses on the 

analysis done by authors on global poverty. Insightful 

study is presented on the micro and macro issues 

related to problems of Poverty. There are no certain 

methods or solutions provided in the book to solve 

any kind of problems but it makes the readers aware of 

the why and how this grave problem should be 

approached. It makes us thinks that traditional ways 

would no longer work in this current economic 

scenario. This book for sure will make you think about 

the change in ideologies. A must read and an asset to 

your bookshelf.

Random House India Year of Publication: 2011, 
No of pages: 320, Price: ? 499

Bishwajit Chowdhury
Asstt. General Manager (Acad) & Sr. FM
MTI,SAIL,Ranchi
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Article Digest
The History of Happiness

How the pursuit of contentment has shaped the West’s culture
and economy

Today the western world is caught up in a culture of happiness, but it wasn’t 
thalways so. It was only in the 18  century that the values of the Enlightenment 

ushered in the notion that happiness was the attainment of a worthy life. Since then, 

the pursuit of happiness has gained momentum and spread to every aspect of 

behavior, from religion and politics to work and parenting. It’s important to trace 

this steady encroachment of the happiness imperative because it reminds us that 

today’s values are not givens in the human condition. Culture reflects choices, and 

new choices can change it. 

It’s also important to recognize that any societal choice has both good and bad 

consequences. When the goal becomes happiness, the idea arises that unhappiness 

is to be avoided in ourselves, our families, and our workplaces. Emotional states 

short of bliss become sources of anxiety and are even diagnosed as pathologies. That 

may lead to choices that aren’t for the best and, paradoxically, make a lot of people 

more miserable. The point is that cultural variations on happiness are considerable; 

contributing to the findings of international happiness polls that dot the 

contemporary public opinion landscape. 

Moreover, attitudes toward happiness don’t just vary; they change. Exploring the 

nature of such change not only illuminates our own context for happiness but also 

Peter N Stearns*
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allows us to assess its advantages and downsides. The 

fact is that the commitment to happiness in Western 

culture is relatively modern. Until the 18th century, 

Western standards encouraged, if anything, a slightly 

saddened approach to life, with facial expressions to 

match. As one of the Protestant put it, God would 

encourage a person who “allowed no joy or pleasure, 

but a kind of melancholic demeanor and austerity.” 

This does not mean people were actually 

unhappy—we simply cannot know that, because 

cultural standards and personal temperament interact 

in complicated ways. But there is no question that 

many people felt obliged to apologize for the 

moments of happiness they did encounter. Sinful 

humanity had best display a somewhat sorrowful 

humility. 

This changed dramatically with the 18th century and 

the values of the Enlightenment. On the one hand, it 

was now perfectly legitimate to seek happiness. On 

the other, not being happy, or at least not seeming to 

be, was a problem to be avoided. One historian has 

also noted the 18th century as a time of improved 

dentistry, when people became more willing to lift 

their lips in a smile; he argues that the ambivalent 

smile of  a Mona Lisa probably reflected 

embarrassment at tooth decay. The several shifts 

driving the happiness surge were powerful enough to 

propel happiness into politics by century’s end, with 

the American revolutionary commitment to the 

pursuit of same. 

The smiling American was becoming a stereotype two 

centuries ago, as a new nation sought to justify its 

existence by projecting superior claims to happiness. It 

was no accident that this same new nation, at this 

same point, quietly revolutionized the approach to 

death by introducing the garden cemetery, where 

people could gain a sense of contentment, if not 

happiness, as they contemplated the end of life. 

The new middle-class work ethic came close to 

arguing that work should be a source of happiness. 

There was some complexity here: Horatio Alger 

stories of the beauties of work also pointed to higher 

earnings and social mobility – not just intrinsic 

happiness – as rewards. But it was convenient for a 

rising class to believe that working people had no 

reason not to be happy and that laziness and bad 

habits disrupted not only performance but also 

contentment. 

The push went beyond popular books and articles. 

The cultural commitment to happiness promoted new 

efforts to associate work with happiness, through 

experiments in human relations techniques or just 

piped-in music. It inspired new workplace standards 

that instructed white-collar employees and 

salespeople in the centrality of cheerfulness. It 

spawned new commercial empires such as the Walt 

Disney Company, whose corporate motto became 

“make people happy” and whose employees 

convinced customers that they were already happy 

simply because they were in a Disney setting. It 

prompted “happy meals.”

Some experts argue that happiness is an inborn trait, 

so urging a person to become happier is like insisting 

she become taller.

Revealingly, by the 1940s the concept of boredom 

shifted from being an undesirable character trait, 

which good children should avoid, to presenting a 

challenge for parents. This was also the context in 

which, in 1926, the song “Happy Birthday” was 

composed, becoming a family staple by the late 1930s – 

despite, or perhaps because of, the gloom of the Great 

Depression.

Every Cultural system has drawbacks to go with the 

advantages that facilitated its adoption in the first 

place. Seeing a culture as the product of historical 

change is an invitation to step back, assess, and then 

consider further change. We may not wish to alter the 

happiness culture that modern history has 

bequeathed us; its considerable problems may be 

outweighed by the pleasure of having cheerful 

artifacts and smiling faces around us. But we can at 

least consider the possibility of modification. In our 

happiness culture there might yet be, after a couple of 

centuries of acceleration, room for improvement.

Harvard Business Review

January – February 2012

Dr. Sumit Datta

Source :

Digest by :
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fgUnh ys[k
ruko izcU/ & leL;k;sa ,oa lek/ku

o

ruko D;k gS \

rZeku ;qx dks Li/kZ dk ;qx dgk x;k gSA orZeku ;qx dks Kku dk ;qx Hkh dgk tk jgk gSA 

ysfdu orZeku ;qx dks ruko dk ;qx Hkh ekuk tk jgk gSA ;fn FkksM+h xgjkbZ ls voyksdu djsa 

rks ;g rhuksa dFku lR; gSaA gkykafd bUgsa vlaxr ekuk tk;sxkA D;ksafd Li/kZ vkSj mlls tfur ruko 

dks Kku ds }kjk fu;af=kr Hkh fd;k tk ldrk gSA vkerkSj ij pwafd ,slk ugha gksrk gS vr% vkt ds 

lekt dh lcls cM+h =kklnh gS ekufld rukoA fo'ks"k dj m|ksx vkSj O;kikj ls tqM+s dk;Zdkfj;ksa 

dh ftuds fy;s vkt ds thou dk vFkZ jÝrkj gSA pyrs jgukA 24 x 7  365 A njvly Li/kZ ds 

bl ;qx esa Bgjko dk eryc gS jsl ls ckgjA [kkl dj oSls m|ksx tks oSf'od cktkj esa viuk 

vfLrRo cpk;s j[kuk pkgrs gSaA bl cktkj esa thr vkSj gj gkyr esa thr gh thou dk y{; gks x;k 

gSA vkSj ;gh thr dh vkdka{kk vlqj{kk vkSj nqf'pUrk dks tUe nsrh gS tks ekufld ruko ds lcls 

cM+s dkjd gSaA fdUrq u rks ruko ls Hkkx dj cpk tk ldrk gS vkSj uk gh bls utjvankt fd;k tk 

ldrk gSA Hkkxuk blfy;s laHko ugha D;ksafd ekufld ruko dk L=kksr [kkstuk eqf'dy gSA ruko 

fdlh Hkh dkj.k ls gks ldrk gS vkSj dHkh Hkh gks ldrk gSA ruko esa O;fDrRo vkSj izR;{k.k dk 

T;knk ;ksxnku gSA ;gh otg gS fd vktdy vkS|ksfxd laxBuksa esa ruko izcU/ ij vf/d è;ku 

fn;k tkrk gS ctk;s ruko ds dkj.kksa dh [kkst dsA ;g Bhd gS fd dk;ZLFky dks vf/d ls vf/d 

ruko jfgr djus dk iz;kl izcU/u djrh gS ysfdu pwfd ruko dk lzksr <wa<uk eqf'dy gS blfy;s 

;g iz;kl iwjh rjg liQy ugha gksrsA

fiQj Hkh ;g vko';d gS fd ruko dh izd̀fr le>h tk; rkfd ruko izcU/u izHkkoh rjhds ls 

fd;k tk ldsA njvly ruko dks le>us esa lcls cM+h ck/k gS ruko dh dksbZ lVhd ifjHkk"kk dk 

u gksukA ruko ewyr% HkkSfrd vkSj fiQj 'kkjhfjd foKku tSls fo"k;ksa ls mith vko/kj.kk gS tks 

vkt euksfoKku ,oa izcU/u dk ,d egRoiw.kZ fo"k; cu xbZ gSA ;fn vkt lpZ bUtu esa dksbZ 

ruko dh ifjHkk"kk <wa<us dk iz;kl djs rks lSdM+ksa D;k gtkjksa ifjHkk"kk;sa fey tk;saxhA dgha ruko 

dh vo/kj.kk ,d m/hiu ds lanHkZ esa le>h tkrh gS] rks dgha bldh O;k[;k ,d vuqfØ;k ds 

:i esaA dgha bls m/hiu vkSj vuqfØ;k dh vUrjfØ;k ls mRiUu fLFkfr ekuk tkrk gSA ;gh dkj.k 

gS fd ruko dh izd̀fr le>uk eqf'dy gSA fiQj Hkh ,d vo/kj.kk ftl ij dkiQh gn rd vke 

lgefr gS og gS fd ruko O;fDr vkSj mlds ekgkSy ds chp vlarqyu dh otg ls mRiUu gksrk gS 

vkSj ;g vlarqyu rc vlqj{kk vkSj nqf'pUrk dh Hkkouk iSnk djrk gS tc O;fDr ml vlarqyu ls 

gksus okys ifj.kkeksa dks vius fy;s xEHkhj ,oa izfrdwy ekuus yxrk gSA fdUrq vktdy vkS|ksfxd 

laxBuksa esa bl rjg ds vlarqyu izk;% ik;s tkrs gSaA ewyr% blfy;s fd mlesa dk;Z djus okys 

dk;Zikyd ,oa deZpkjh ,d euksoSKkfud vfLrRo Hkh j[krs gSa tks mUgsa ,d vyx O;fDrRo iznku 

djrs gSaA mudh lksp] mudk euksHkko] mudh fØ;k&izfrfØ;k nwljksa ls loZFkk fHkUu gksrh gSA ,slk 

x
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blfy;s gksrk gS D;ksafd gj O;fDr dh vuqokaf'kdh vkSj ekgkSy 

vyx gksrh gS tks mlds O;fDrRo dks ,d fHkUurk iznku djrh 

gSA blfy;s ekuo ns[kus esa Hkys gh leku gksa mudh izd̀fr vkSj 

mudk O;fDrRo fHkUu gksrk gSA blh dkj.k mudk izR;{k.k HkhA 

vkSj ;gh izR;{k.k og dkjd gS tks ,d gh oLrq] LFkku] ?kVuk 

;k m|hiu dks fHkUu O;fDr;ksa esa fHkUu rjhds ls gh izHkkfor 

djus ds fy;s ftEesokj gSA

vkt ;g ckr Li"V gks pqdh gS fd HkkSfrdokn ds bl ;qx esa 

lc ls T;knk chekfj;ksa dh otg ekufld ruko gSA ,d 

vkdyu ds vuqlkj uCcs iQhlnh chekfj;ksa dh tM+ eas 

HkkoukRed&ekufld dkj.k O;kIr gSaA ljnnZ ls ysdj g̀n; 

jksx] xSl ls ysdj isV ds ?kko (vYlj) rd esa ekufld ruko 

dh cM+h Hkwfedk gksrh gSA u;s 'kks/ksa eas rks {k; jksx ls ysdj 

dSalj rd esa ruko dh Hkwfedk ds ladsr feyrs gSaA ;gh ugha 

ruko dk vlj bykt dh izxfr ij Hkh cgqr T;knk gksrk gSA

blds vykok dk;Z fu"iknu eas <+hykiu] nq?kZVuk dh nj] vfuæk] 

u'kkiku vkfn eas rks ruko dk cgqr cM+k ;ksxnku gSA blhfy;s 

vkt vkS|ksfxd laxBuksa ds fy;s vius dk;Zdkjh ,oa deZpkjh 

dks ruko ls eqDr j[kuk lcls cM+h pqukSrh gSA dk;Z LFky ij 

c<+rs ncko] mRikndrk c<+kus dh gksM+] xq.koÙkk ds fy;s Li/kZ] 

c<+rh egRokdka{kk vkfn ,sls dkjd gSa tks dk;Z LFky ds ruko 

c<+kus ds fy, ftEesokj gSaA ysfdu D;k lpeqp dk;ZLFky dks 

ruko eqDr fd;k tk ldrk gSA vkS|ksfxd laxBuksa ds fy;s ;g 

,d ;{k iz'u gSA ;g foMEcuk gh gS fd bl iz'u dk mÙkj vc 

rd vkS|ksfxd laxBu <wa<us esa liQy ugha gks lds gSaA fdUrq bl 

iz'u dks vuqÙkfjr Hkh rks ugha NksM+k tk ldrkA rks vkf[kj jkLrk 

D;k gS \

ekufld ruko ds ckjs esa tks u;s rF; 'kks/ ls fey jgs gSa mlls 

nks ckrsa Li"V gSaA igyh rks ;g fd vkt ds ;qx esa ruko ,d 

LokHkkfod fLFkfr gS ftlls cpuk laHko ughaA nwljh ckr ;g gS 

fd ruko dk lkeuk djuk gh loZJs"B lek/ku gSA gj O;fDr 

dh ruko >syus dh {kerk vyx gS vkSj bl {kerk dks Fkks+M+s ls 

iz;kl ls c<+k;k tk ldrk gSA iyk;uoknh ǹf"Vdks.k NksM+ 

vkØked joS;k viukuk gksxkA njvly ruko ds lkFk tax esa 

ruko dk izHkko

dSls cpk tk;s ruko ls

D̂raw* dh xqatkbZ'k ughaA vki thrsaxs ;k ruko thrsxkA vc 

rd ds 'kks/ ls ;g fufoZokn :i ls LFkkfir gks pqdk gS fd 

ekufld ruko dk izeq[k dkj.k gS euksHkkoA vr% euksHkko ij 

izfrdwy izHkko Mkyus okyh udkjkRed Hkkoukvksa dks fu;af=kr 

djuk gksxkA blds dqN ljy mik; gSa tks 'kks/ ij vk/kfjr gSaA 

bu mik;ksa dks fu"BkiwoZd viukuk gksxkA budh ppkZ uhps dh 

xbZ gSA

izkd̀frd jks'kuh & tgk¡ rd gks lds va/sjs esa cSBus ls cpuk 

pkfg;s vkSj izkd̀frd jks'kuh eas FkksM+k le; fcrkuk pkfg;sA 

fo'ks"k dj lw;ksZn; ds le;A mxrs lwjt dks jks'kuh esa [kM+s gksus 

ls ,d ldkjkRed mtkZ dk lapkj gksrk gS tks udkjkRed 

fopkjksa ls yM+us esa enn djrk gSA izkr% dky mBus dk vkuUn 

,d ,glkl djus dh pht gSA oSls Hkh le; ls lksuk vkSj le; 

ls tkxuk 'kkjhfjd ,oa ekufld LokLF; dk ,d iqjkuk uqL[kk 

gSA

fu;fer vkgkj & rkelh Hkkstu] cgqr vf/d rys gq, fepZ 

elkysnkj Hkkstu ls esns vkSj Hksts ij izfrdwy izHkko iM+rk gSA 

ekal] efnjk ,oa rEckdw ds lsou ls cpsa ,oa dPph lfCt;ka o 

rkts iQyksa dk bLrseky fu;fer djsaA Hkkstu de djsa vkSj 

mldk vkuUn mBk;saA

fu;fer O;k;kke & izfrfnu gYds O;k;ke ls 'kjhj dks pqLr 

j[kuk cgqr t:jh gSA lqLrh vius vki esa ekufld ruko dk 

,d cgqr cM+k dkj.k gSA izfrfnu gYds O;k;ke ls jDr izokg 

lgh gksrk gS vkSj fnekx dks i;kZIr ek=kk esa vkWDlhtu ;qDr jDr 

feyrk gS tks euq"; ds fy;s cgqr T;knk t:jh gSA fdUrq O;k;ke 

ds ckjs esa cgqr lh HkzkfUr;ka gSa ftUgsa nwj djuk vko';d gS oukZ 

O;k;ke ds fu;e gh dbZ ckj ruko dk dkj.k cu ldrs gSaA

O;k;ke dks fcYdqy LokHkkfod <ax ls ysa] tSls uk'rk vkSj 

bldk ewy mís'; le>saA O;k;ke 'okal dks fu;af=kr djus] 

/efu;ksa esa LoPN rktk jDr lapkfjr djuk ,oa 'kjhj dh 

ekalisf'k;ksa esa yksp cuk;s j[kus dk ekè;e gSA iSny pyuk Hkh 

,d cgqr dkjxj O;k;ke gSA ;fn laHko gks rks FkksM+h cgqr 

;kSfxd fØ;k;sa Hkh djuk mi;ksxh gksrk gSA ;g eu dks ,dkxz 

djus dk ,d vPNk rjhdk gSA

iwtk ,oa è;ku & izfrfnu ikap ls nl feuV iwtk ,oa è;ku ds 

fy;s nsuk pkfg,A dksbZ peRdkj ugha gksxk ysfdu vkLFkk c<+sxh 

ruko izcU/ & leL;k;sa ,oa lek/ku
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rks O;xzrk] Hk; vkSj grk'kk tSlh Hkkouk;sa de gksaxhA ;g 

le>uk pkfg;s fd gj ,d iy LoLFk vkSj 'kkar rjhds ls 

fcrkuk gh lcls cM+k peRdkj gSA oSls Hkh thou rks ,d 'okal 

ij fuHkZj gSA

laxhr ,oa vè;;u & FkksM+k dkuksa dks jkspd laxhr lquuk vkSj 

eu dks vPNk nsuk gksxk fd laxhr vkSj lkfgR; eu dks 'kkar 

djus okyk gks u fd mxz djus okykA bldk ,d vkSj Hkh ykHk 

gSA ;g thou dh ,djlrk dks nwj djrk gS vkSj fofo/rk dks 

c<+krk gS tks ruko ?kVkus eas izHkkoh gksrk gSA oSls ,djlrk nwj 

djus ds fy;s NksVh&NksVh [kqf'k;k¡ ryk'kuh pkfg;sA ?kj dks gh 

fidfud LFky le>sa ,oa dHkh&dHkh jkstejkZ ls czsd ysaA dHkh 

lksus dk dejk] dHkh iyax dh fn'kk dHkh Vscqy dqlhZ dk LFkku 

cnfy;sA cnyko vPNk yxsxkA

thou n'kZu cnysa & lkekU; <ax ls th;sa vkSj vius orZeku esa 

jgsaA cgqr nwj rd ;kstuk cukuk Hkh ruko iSnk djrk gSA g¡luk 

lhf[k;s] thuk lhf[k;s] lksuk lhf[k;sA vkuUn ,d eu%fLFkfr gS] 

;g le>uk t:jh gSA vkSj gk¡ vkuUn ruko dk lcls cM+k vkSj 

izHkkoh rksM+ gSA

;g tku ysuk t:jh gS fd ruko ges'kk mxz vkSj O;xz ekul dks 

ijkLr djrk gSA euq"; dk [kkyh efLr"d gh mxz vkSj O;xz gksrk 

gSA bls jkspd vkSj O;Lr djus dk iz;kl dhft;sA thou dks 

cks> ugha vkuUn dk ekSdk lef>;sA lkspus ds <ax eas cnyko 

ykuk gh ewyea=k gSA blds fy;s lU;kl ysdj fgeky; ij tkus 

dh vko';drk ughaA ldkjkRed fpUru ij tksj nsus dh t:jr 

gSA vkgkj cnyuk] fopkj cnyuk vkSj O;ogkj cnyuk ;gh 

ruko ls yM+ dj thrus dk ekxZ gSA vkSj FkksM+k izf'k{k.k ls ;g 

laHko gSA


