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Who brings in the change? What change? Planned change. So, we say management.
And, why does management bring in change?

ut

For betterment of the… [Not audible] (Refer Slide Time: 15:00)

For betterment; and, why do they think that it is for betterment; yes, change is

ol

synonymous with time; so, technology changes.
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So, let us say why would a management want to change? He says because technology is
changing. So, what? I said technology – let it change. [FR]. Let it change. You have to
go with the time, why? You say look, you are a maverick. I say I do not want to go with
the time.
You have to compete…
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Compete; correct, because your mission is to make profits if you are a profit making; you
have to compete. And, if this technology, which you do not adopt; your competitors

adopted; obviously, they are going to make probably products faster at a lower cost,
better quality and no one will buy your product. So, it affects you vitally. That is why
willy-nilly, whether you like it or not, who is driving management to make the change?

Competition; shall we say driver of change is environmental forces? And, in our case,
mainly, environmental force is basically the business environment. It may also be the
political environment, the economic environment; but, essentially, the business

environment. And, it is usually as we say the senior person who drives the change, but let

ut

us have a look here.

There are cases when the management decides that they will have what we call as a
leader – change leader or a change agent. And, they decide to bring the change agent

ol

from outside the organization. Why do you think they do that? Maybe with new ideas;
maybe because of the expert power; maybe they bring a consultant, who has done change
management for a number of companies; whereas, our own management is not that
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experienced, not so knowledgeable. So, maybe one reason; yes. Any other reason? Why

from outside? Because another thing is there; they may have expert power in the domain,
general of change. But, do they expect power about our company? No, we have more

knowledge about our own company, our own operations; is not it? So, I may argue and

say they have less knowledge. They are going to change our company, but we know
more about our company than them.
[Not audible] (Refer Slide Time: 17:58)
It has to be a joint effort. But, again, let us get back to any other reason why we bring in
outside expert. One is lack of knowledge. So, we take help. Any other reason? See there
are times; we are talking of organization behavior; we are talking of human beings.
Often, it is more saleable, shall we say, easier to convince your own employees that the
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change is good for you. If some outside expert comes and tells you like a child in school;
if the teacher says anything – teacher has a great influence on the child; if the teacher has
taught something which is wrong – a spelling or a pronunciation; and, the parents try to
correct, they will say no mummy teacher said so. They have a great influence, because
they feel the teacher is an expert; mummy is not an expert; she is mummy; she is not an
expert; she is mother in the house. Does it happen? Whatever teacher says… So, it is
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very important to have teachers in primary schools particularly, who are fairly
knowledgeable and good people; who do not teach you, no wrong thing, because it is

very difficult then to have the children unlearn whatever wrong things they have learnt.
So, by that same logic, often employees in organization; they think that even if you have

experts in the domain knowledge, if you bring from outside, they think it is better. Often
you have even in our own, we read in newspaper.

Someone is bringing some big name worldwide, consultant to do this. It may be possible
that there are local consultants, who are equally good, who have worked in the same

organizations earlier on. But, they do not have that confidence and credibility. So, this is

ut

another important reason why you bring in outside consultant. Very often, remember,
when you are going to make a change like a restructuring, departments are being closed
down, people are being redeployed; you are in a powerful position, let us say, as a
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department head. That department is closed; what happens to you? You lose your power.
You have to be transferred to some other department; maybe you are told to build a new
department. So, you had so many people under you; so many managers. Now, you have
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one secretary and one assistant and we have to start again fresh, prove yourself. So, all
these are changes, which you find difficult to accept if it is done internally, because
outside, it makes it little easier for the management. This is the experience. So, there is
another powerful reason why sometimes you choose changes from outside, because of

the salability and marketability of the change scheme on the change plan.
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So, they lead and support the change, take responsibility and have commitment for

accomplishing the change. This is what the change leader or the change agents do. The

change leader may be an individual or a group often in large companies, which is

ut

multidivisional, multiproduct in many geographical locations; you make a committee of
senior managers. And, you say that they are going to lead this change and they may be
senior representatives from big divisions of the company. And then, their domain will be
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that; in your division, you bring in this change. This is the total change we agree. So,
each one will do it for their division and they will coordinate as a committee.
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Will assure a Leadership Role in this task – what does this mean? It means that you
announce a change; you start a change. But, someone will have to take responsibility,

accountability; without that, it may not be very successful change, because when you are

going through a change process, what is happening? You are taking certain actions and
you have to constantly monitor it, review it. See that you are achieving the results of
change, which you have planned. And, if you are not achieving it, then you have to take
steps to see that things are corrected. All these implies there has to be a leader who is
held accountable by the management, so that if it does not happen the change, then some
other changes can be brought in; they can be replaced. So, just like you have got
functions of marketing, production, finance, who have clear cut responsibilities. When
you start a change management effort in a company, you have to make someone
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responsible for it; otherwise, it would not happen; I mean that is logical; is it not? Any
questions? So, we will assure a Leadership Role in this task.
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ut

Planned change process – now, this is a concept here. The concept says you first do

unfreezing; then, you do changing whatever change you have planned; and then, you do
refreezing. What does this mean? It is a concept; freezing is you want to freeze, make ice
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cream; is not it? So, you put the ingredients – milk and sugar and other (( )) fruits to be
put; then, you put it in the refrigerator and it freezes. So, freezing conceptuality means
what? That it is set; you cannot change it. So, when you are talking of change
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management, you are changing an existing set of rules, regulations, procedure, ways of
working. So, conceptually, it is something set, because people are doing it all the time. If

you want to change it, what this is saying is first, you have to unset it, tell people
whatever you are doing; you cannot do anymore. So, that is a process of unlearning or
unfreezing; and then, you do the change, because if you do not first unfreeze, the change

will be like water off a duck’s back. People will listen, but they would not do it.

Conceptually, after making the change, you refreeze it, which means you institutionalize.

But, if you freeze again, after putting in change methods of working change departments
and so on and once again people will start using it and not relapse or fall back into the
old systems of working alright so this is a conceptual framework.
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Now, planned changes strategies – look at the first one, coercion – what do you

understand by coercion? Threat, use of force; do you think that is good? No. Then, why

you?

ut

does it say? One of the strategy is this threat. When do you have to use threat? When

[Not audible] (Refer Slide Time: 26:05)

ol

No, when you have power, you need not use threat. When somebody is not doing, what
you want him to do or want her to do? You use threat. When you are bringing up a child,
do not you use threat at times? Is it bad? Now, you just now said threat is bad; now, you
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are saying no; sometime yes. So, that is the answer. There are times when threat is one of

the weapons that you have in your armory. And, you have to use a threat judiciously to
bring in what you desire to be done by the other person – a child or the workmen or
groups of people and so on. So, that is why they say one of the strategies is not only
threats, but rewards also. Reinforcement as we learnt, is not it? So, rewards, punishment,
but the underlined principle is coercion. You do this; then, you are rewarded. If you do
not do it, you are punished.
Then, we have rational persuasion – there is facts, information, reasoned arguments.

What is that rational persuasion? Anybody? What do you mean by rational persuasion?
Exactly, you try to motivate them. So, it is opposite of the coercion. You appeal to them
as rational reasonable human beings and you give reasons to them to say look, we are
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bringing in change not because it is a whim and fancy, not because it is a arbitrary thing,
but there are powerful reasons – why we have to bring in the change; we know that the
change may be painful to some of you. But, still for the larger good in the interests of the
stakeholders of the company for you as employees, we have to do it; otherwise, the
company will suffer vigorously. So, these are arguments, reasons, persuasion that you do
to motivate people to confirm to the views of the management. And thereby, give some
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cooperation and not resist the change, because resistance can be done in many ways; is
not it? When human beings are concerned, you can do it overtly; you can do covertly

also. Do not people sometimes say yes sir; we will do it having no intention to do it. It
happens. So, there is covert resistance.

Then, there is a third one, that is, shared power – participatory style; emphasis on

common values. Now, if you are a manager and some changes have to come in the
department, how do go about if you take this strategy? Shared power; involve, you call

people and say look, we have a problem. Now, all of us are affected by this problem. So,

I think it is only right there all of us take a decision jointly. So, you start by doing that;

ut

that means, what are you saying? I am the boss her, but look I am not taking this decision
on my own, because you people are also involved. So, I think it is fair and just let us all
analyze this problem and see what is better. What are you doing? Sharing your power in

ol

a participative way.

And, why is it one of the strategies, because it is easier to overcome resistance. One thing
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we know – any change coming, people will resist. So, these are strategies to see that it is
easier to bring in change. Any questions? Say you take their style and people do not
participate then? Does not it happen often? Boss will start keep on talking and say any

suggestion, any question? Everyone sits with wooden faces. Then, what do you do? You
have to change your strategy. Is not it? Here you see emphasis on common values. That
is a gist of your argument when you try to participate.
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We said and we all accepted the resistance to change is always there and here are some

of the reasons, which have been noted down here. One is fear of the unknown – anything

which is unknown, we are normally frightened except may be a few exceptional people.

ut

Like explorers of the past, they want to go into uncharted region. But, even those
explorers have some amount of fear of the unknown. Lack of good information – why do

we say that often in organizations? You get rumors; you do not get authentic information

ol

and the rumors may not necessarily be right; they may be wrong or you do not have any
information. The management style of that organizations are – they do not share any
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information with the employees.

Now, when you do not know, you get frightened; yes or not? Say you are sleeping at
night in your house; suddenly, you wake up. Look at the watch; it is 2 a. m. You do not
know why you woke up. Suddenly, you hear some noise somewhere in the house. What

do you feel? Discomfort because you are thinking what is that noise? Is it that some
burglar has come, some intruder is trying to get into the house, or there are some rats,
etcetera which will be in the kitchen? So, what is happening then? Lack of good

information; you do not have that information. So, you get up, you go, you try to
investigate. When you find a mouse scurrying away, then we have the information; there
are rodents in the house. So, you feel at ease. So, employees also, you have to
communicate as management particularly to scotch rumors; you have to give information
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to them. So, even if the information is not so good, it is better than not giving
information most of the times.
Then, fear for loss of security – no reasons to change again if the employees buy a large
field. Then, the company is doing well, good profits, good dividend, increments have
come. And now, you are asking that you must change, transfer, go for training, you see
no reason. And, all these happen, managements forget to do these things inform. Fear for
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loss of power – that example I gave; you are a manager of big department. And,
suddenly, that department is getting closed down, because it is a product audit. They say
this product has to be closed down, because it is not giving much profits; in fact, it is

giving losses. So, other products are giving profit. We have to encourage the other
product divisions to retrain people, the resources we have to transfer, and so on.

Fear of loss of power; lack of resources; bad timing – it is the example I gave. Company

is doing very well; you want to bring in lot of changes; timing may not be right.
However, say we said there was a radical change, sudden loss, big loss of the company.

ut

Do you think that is a good time to bring in change? No? Yes, people have powerful

reasons. They say [FT]; this loss is there. If it happens two, three years, it will close
down this company. We will lose our job. So, then we say we are shifting the head
office; from downtown to suburbs, you know you will have great hardship; travelling
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time will be one and an half hours going, coming back. It will cost you more if you are in
Bombay; railway pass will cost you more and so on. But, there is big loss. So, if
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management says, then employees will discuss amongst each other and say yeah, maybe
we should not resist this. For our own good, let the head office be shifted, because
company says we will sell the head office. We can get so many crores for it. It will tide
over our loss situation for the time being. Also, it is too expensive or we will lease it out
and earn money from that and is much cheaper. So, these are the kind of actual decision,
which happen when there is a sudden loss, so that timing is a good timing to bring in

change. So, why is management may cease that opportunity and say now, let us bring in
changes, which otherwise would have been resisted and you would not have been able to
carry out; now, you can carry out. Employees are more receptive to change.
Then, habit – habit you do not change. Say you have habit of taking bath in the morning,
is difficult for you to change the habit. You will always take bath in the morning. Habit –
you have of sitting in that chair every day. No particular reason; just a habit. Difficult to
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change the habit; is it not? If for nothing else, simply because human being is a creature
of habit; we do not like to change; we resist the change. And, unwillingness to learn –
there are some people who are un…
[Not audible] (Refer Slide Time: 36:24)
Loss of security – tell me what happened? Why loss of security? What does that mean?
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Anyone will tell me? Yes, job security; then, other kinds of security if you are
transferred, for instance; you are securing some knowledge. Say you have been doing
some work; now, your work changes. You feel insecure, because you have to learn
something new. Say you are unable to master it; then, you will not be working as well as

you are working in your previous job. So, your ratings will be lower rating; your
promotional chances. So, security of your ability to do work; you feel insecure. But, job
security is the most powerful thing.
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(Refer Slide Time: 37:19)

So, you have all these reasons why people will resist, but you have to manage. So,
overcoming and managing resistance – communication and education – why the need is
there for the change? What is the logic for bringing in the change? Participation and
involvement – taking other people’s ideas; and, facilitation and support – assistance to
affected people. What does that mean?
[Not audible] (Refer Slide Time: 37:59)
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Right, help them. This example of shifting the head office – maybe there are 800 people
in that head office. Now, you are shifting it to distance suburbs. It will cost them more;
time – you cannot give back to them. But, at least you can give them small allowance;
that we give you allowance hardship allowance say 100 rupees, 200 rupees a month,
which may not neutralize the total increase of your transportation cost. But, it will assist
you. So, this is a kind of help and support you can give. Yeah, that is right, because
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finally, when you are bringing in change, which are affecting people, you have to use a
number of ways in wished to get it to be accepted by the people. Finally, you have to
bring in the change to the manager. So, facilitation and support of the affected people.
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And, negotiation and agreement – finally, whenever you are successfully bringing
change, you have unfrozen; you want to change; and then, you have to freeze it as we
said; is not it? How do you freeze and institutionalize? Agreement – unless you have an
agreement, all the loose ends are not tied; it is open; it is an open issue. You have not

achieved anything. And, negotiation per se means what? It means incentives and

tradeoffs. Did we do this topic – conflicts and negotiations? So, we said negotiation and
bargaining is the same thing. Bargaining means tradeoff. I give something to you, which
you value; in return, you give something to me, which I value. So, we trade with each
other; we tradeoff.
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And, what sort of bargaining did we talk about when we did that topic? We said there are
two types broadly of bargaining; anyone remember? Yes?
[Not audible] (Refer Slide Time: 40:22)
Win-win and win-loss; so, we said that there is something called distributive bargaining;
is not it? Where I win, you lose or you win, I lose. And, there integrative; integrative
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type – we both win. So, when you do negotiation and agreement, you have to give
incentives and tradeoffs, so that hopefully, you strike a win-win kind of a situation. So, at

the end of it, both parties affected – management as well as the employees. They have a
feeling that something good has happened ultimately. Any questions?

Manipulation and cooperation – covert attempts to influence or buy offs; what does that
mean? When we talked of manipulation, we talked of Machiavellian; what does that

mean? When do you manipulate? You remember we discussed the Machiavellian
principle; is not it?

ut

[Not audible] (Refer Slide Time: 41:34)

Yes, that is a personality type. We say high mac personality. They believe in… But,
Machiavellian – the very term means that there is not absolute honesty. Manipulation –
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manipulation is what? Deceit something which is not correct; you are making people to
understand that is correct. So, it is a bit of a fraud; is not it? Fraud, deceit coupled with
fear. So, that is manipulation. Now, it is very bad or very good? Without casting any
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judgment; sometimes when we have change, we have to manipulate.

Force, authority, punishment is coercion; and, manipulation is covert attempts. Covert
means hidden; attempts to influence a buy-off. Sometimes we have the employees who

are unionized and they have the leaders – the internal union as well as the outside union.
Some management may try to do covert attempt. Talk not openly, but talk secretly to the
leaders saying look we want this change. Now, how do we bring in? You tell us. You
help us; we help you. These are covert methods. And, you help us means it is your job

then to convince your workers or your constituents; they are my workers of course, but
your constituents; that this is good for them, because if you say it, they will believe. If
management says it, they may not believe. So, you make this covert effort.
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And then, you have explicit and implicit coercion – force and authority, which we said in
the beginning. You can never ever get away. As an idealist, you may feel it is very bad;
you should not do force. But, in the real world, force is sometime necessary; even for
your near and dear one even for your children, no; we say some discipline should be built
into the upbringing. Spare the rod and spoil the child – have you heard that term? No? It
means that sometimes you may have to give a slap to the child also; punish by slapping,
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because otherwise, this discipline will not be built. So, coercion is a part of life; you have
to use it at times.
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(Refer Slide Time: 44:10)
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We have then a concept of organization development – development of the organization
– change management is very much a part and parcel of efforts to develop organizations.
Why? Because organization development is the holistic effort to have total change in the
organization. We did the topic of total quality management; if you remember, we said it

is holistic effort to change the attitudes, ways of working of the entire organization; that
is the effort in organizational development we said. So, organizational development
involves change. And, change management therefore is a subset of organization
development. And, organization development we said is attitude change. So, if you want

to use this organization development method, you have to hold certain values yourself as
a management; otherwise, you cannot do it, because organization development based on
humanistic values, which are positive beliefs about the desire and the potential for
growth amongst employees.
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We also cover a topic, where we tried to discuss what is the difference between
personnel management, which was the earlier concept and the human resource
management; you remember? And, we discussed certain things; that is what organization
development is about. This is the whole movement and philosophy, where we are going
away from looking at groups and constituency like material labor. We are looking at
them now as individual human beings. So, that is essentially the humanistic approach.
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OD believes that the best climate for such growth is the one which stresses collaboration,
open communications, interpersonal trust, shared power and constructive confrontation.

What is constructive confrontation? Confrontation means people fight with each other; is

not it? What is this constructive confrontation? Having positive; give me an example.

You must have done it so many times in your lives – arguing with others. Where is the
constructive element in it? You are confronting no doubt; that means arguing. What is
constructive then and what is destructive confrontation? Constructive confrontation is

where your attitude and your intension is basically to solve a problem; whereas,
destructive is not to solve a problem, but to hurt someone; to teach him a lesson; not to

ut

solve the problem. So, one is problem based; the other is person based. That is the basic
difference. So, as good managers, you always have to avoid. As human beings, we

cannot avoid getting angry at people; impatient at people. We are human beings. These
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are human traits, frailty. But, as manager as professional, when we get angry for
instance; we have to blow a whistle and say wait a minute; do not get angry, because that
is, you are getting angry at a person. Try and solve the problem; focus your attention on
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the problem. Then, you can deal with the person and solve a problem. So, that is
constructive confrontation.
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Because it is a humanistic philosophy. Therefore, for organization development, there

are certain assumptions. And, so far, as individuals are concerned, the assumptions are

people want to grow and mature. Assumption is not that people are lazy; they will not
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work unless you supervise them and force them to work. That can also be another

assumption. There are individuals who believe that; we have done that before as a topic.
You see now, interconnection between human behavior and human resource
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management – we say there are some people, whose personality type is what we call
theory X and theory Y. Theory Y belongs to this class of people. If you have time to
change management in your organization, you are top – chief executive. You better be
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sure that you have managers who are theory Y types; otherwise, they will not be able to
do it, because their core belief is that people are lazy. This is all [FT] No point in trying
all these methods of cooperation, partnership and all; nothing is going to work. So,

change effort will fail. They have to have a right type of people to carry out this change.
In the first place, your problem may be because you have managers who are theory X
types. That may be the root of the problem. So, one of the things of change management
will be what? To retire these managers; give them a golden handshake and say (( )) you
have done well; we are happy. But, now, [FT] we want to work in a different manner; we

do not want to stress you, because we know that you have been used to certain style of
working. So, thank you very much; he has 5 lakhs of rupees check; otherwise, the change
management would not happen. It is a fact, real. Then, employees have much to offer –
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energy, creativity; that is now not being used at work. There is lot of potential; we have
to unleash that potential of the individual employees. Most employees desire the
opportunity to contribute. They want it; it is up to management to allow them to do that;
make grounds for them to do that. They desire, seek and appreciate empowerment. They
want to take responsibility; not that they do not want to take responsibility. But, for you,
as a management, you have to ensure that you provide them this opportunity to do it; that
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is what you have to do as a manager. Now, we will continue this topic in the next…
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Change Management Part – II

Shall we start? See in the last lecture, we had talked of OD ASSUMPTIONS that
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Individuals, People who want to grow and mature, Employees have much to offer, these

are the assumptions. Most employees desire the opportunity to contribute. Now,
similarly, so far as GROUPS are concerned the OD ASSUMPTIONS are as follows:

Groups and teams are critical to organizational success. So remember, OD exercise, they

focus on GROUPS, they believe that GROUPS are very very critical for organizational
success.
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Groups have powerful influences on individual behavior, and the complex roles to be

played in GROUPS require skill development. So, there lot of TRAINING which has to
be done in order for INDIVIDUALS to play their roles in the GROUPS. There are many
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training modules, which have been designed to help employees to work better in the

GROUPS and for OD, this is one of the assumptions that group working is very, very
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important.
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Organization: OD believes Excessive Controls Policies and rules and procedures are not
good is detrimental to the effort of development. No policing, less policing conflicts can
be functional if properly channeled. So, constructive confrontation proper channeling,
otherwise it becomes dysfunctional, disruptive, and destructive.
Individual and organizational goals can be compatible. So, what does that say? That this
is not a class conflict theory - that goals of management will always be in conflict with
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goals of Employees. OD does not say that. He said the goals of INDIVIDUALS in the

organization and the goals of the management are both converging. They are congruent,
because they are both working for some desirable mission. So, they are both congruent.
These are fundamental beliefs.
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And with these assumptions let us have a look at, what is the OD PROCESS, the actual
process? So, you have the initial diagnosis. You want to bring in a change. You want to
use change management to develop your organization. All right, you have to make a

diagnosis. Are you doing a plan change? If so, what is the state of affairs today? What is
the desirable state of affairs at the end of the exercise, and how you bring this in? So
these are diagnostic principles which you have to follow.
Then of course, you have to collect Data. For instance as a part of the OD, you may want
to know, what is the satisfaction level of your employees. Is your job satisfaction high?
Performance you can know from the figures, but job satisfaction is difficult to know. So
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you can have a survey done. There are instruments which can survey, and then you can
find out. You know this is the Data collection of what is the level of satisfaction for
various parameters of work within your company.
Data feedback and confrontation having having got the diagnosis done collected, the data
so far as employee are concerned, you have to give them feedback and constructive
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confrontation to start the change process.
Action planning and Problem Solving: You have to make out a chart out a plan. If you
want to have a lot of TRAINING done for your reorienting, the attitudes that has to be

done all right use of interventions. What does intervention means? Intervention means

management actions or activities which are used for bringing change, and evaluation and
follow up. So, this exercise may take 2 years, 3 years.

So whilst you are carrying out the organization development exercise, you have to have
check points and mile stones to monitor. How things are going? May be their survey

which we have, employee satisfaction survey may be you plan to repeat it after one year,

follow up.

ol

Use of intervention.

ut

and see whether there is any change in the satisfaction level. Therefore, Evaluation and

Intervention: Intervention is a action or activity taken by management with a specific
purpose, all right, to achieve some change. Example, you feel that the attitude of people,
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all right, are not result oriented. Let us say, it is more oriented in the process. So, the
result is suffering. So, how to change that? You may say that we will have some
TRAINING modules and the employees in batches will attend the TRAINING module,

where the TRAINING will be given to show them the importance of doing work, but
doing it with a result that means in time, you should complete the work.
The work should have an end instead of living it half way through. Do not you find many
people in many organization they continue to work hard and do work, but they do not
seem to focus on achieving something at the end of it. Imagine a situation where you
continue to work for two years, studying all the subjects you are studying, and then two
years were over and you go away, empty handed. No M. Tech degree. Do you think that
is desirable? So, there must be a result finally, that is the point.
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And it is a fact that in many organizations, many people, many position, many post, there
is no accountability for results. Those are the organizations which cannot survive in
competitive environment. You must be result focus. So, if you want to achieve that and
is not there in your company, and you are the chief executive, you use a OD intervention.
How to make people change their attitude, all right, any questions? Now, ok.

ut
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So, OD TECHIQUES: If the management has decided, all right, we are going to have a
organization development, how do you go about it? Board of directors decides that. CEO
is told to carry it out. So, use of change agent, this is one of the techniques. As we said
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change agent or change leader it can be inside, it can be individual. It can be group of
your own managers, or it can be outsider, you call him consultant, ok.
Problem solving is one very important OD TECHNIQUE. Have you heard of quality
circles? Nothing but this, it is a tool of OD, to involve people, all right, and change
attitude, that is Problem Solving. Quality circle is nothing, but having people in the
department. Solve the problem, instead of manager solving the problem. Experiential
Learning. Read this as experiential not Experimental, all right. Experimental is also
there, but here it is user experiential. Because when employees who have never been part

of Problem Solving in their lives, 10 15 years they’ve worked , now they have inducted
into quality circles. They are given the empowerment of solving the problem. They are
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experiencing a process, and they are learning now, and in the process of learning, the
attitude is changing.
Now, they identify themselves that we are also part of management. May be a little lower
level, but these are problems of the organization. So, we have ownership. This is our
problem also and furthermore we are solving the problem, so that is a learning process,
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which leads to attitude change and it improves the results.
Interventions at many levels, we just described what is a intervention, and you should not
limit it simply to daily rated worker, or monthly rated staff. It should be managerial

level, middle level manger, top management levels, Also, there are other ways of doing

it. Not a traditional TRAINING, but may may be TRAINING with similar peer
GROUPS from other organizations who have been successful, or may be a visit to some
organizations, where they have successfully brought in change management.

Study how they have done it elsewhere. So, there are many levels and contingency
orientation. What does that mean? Contingency the situation, depending on the situation,

ut

all right, you have to train people to tackle situations. So that , orientation of People

should be that everything is not fixed and set in concrete. Remember the attitude we are
trying to bring in is, you must be nimble and fast. When things change your orientation,

ol

you are the person should be able to quickly, adapt to that change, and then solve that
problem. So, that orientation, so OD TECHNIQUE, one of the technique is to make
people more versatile. Give the attitude that things are going to change once you learn.
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Once you get your M. Tech degree, that is not enough. This whole course will change.

All the courses are designed, redesigned, so your orientation should be contingency
orientation, keep abreast of the changes.

OD process applies behavioral science, knowledge and strategies to improve an
organization, that is, how it develops, organization develop.
(Refer Slide Time: 12: 04)
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So, here is the summary. When you talk of change management or managing change

broadly, what are you doing ? You are attempting to change culture. You’re doing
TEAM BUILDING. Building teams, you RE-ENGINEERING, and you’re imparting
TRAINING. So, this is the broad frame work of change management.

vt
us
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ut

(Refer Slide Time: 12: 37)

So, let us look at them, one by one. CULTURE: A Business Culture emerges in
response to organizational Strategy. Strategy tends to conform to the capabilities of the
existing culture. Now, you see this kind of dichotomy or a conundrum. Both seem to be
correct. A business culture emerges in response to organizational Strategy, but one at the
same time. Strategy tends to confirm to the capabilities of the existing culture. So, it’s
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kind of two sides of the same coin. Do you think contradictory, or it can coexist side by
side it can coexist.
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ut

Here are some questions about your culture of the organization. What is your culture?
Ask an open ended question. Say if I were here as a moderator or facilitator of a

TRAINING program, yeah in organization development exercise in a company, this is

ol

one question, I might ask. Please write down on a piece of paper and give it to me. What
is your culture as an individual and what do you think, you think is the culture of this
organization? Where you are working it stimulates thought. What you write if I look at
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all the right responses, it gives me a little window into what is the cultural situation
within the company.

Will it take you where you want to go, or are you having a culture which will lead you
nowhere near your mission. What will work better? How will we get there? What are the

changes we need to introduce in our existing culture, and how will we do? So, what

techniques to use? How to go about it? These are questions which you need to ask when
you are looking at this changing culture framework. We said that are four culture is one

important way to bring in OD.
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And so HOW CAN CULTURE BE CHANGED? The mission changes. Mission is the

fountain head of all activities, we said, isn’t it? It operates within a broad vision which is
utopian vision is something , you may never be able to achieve, but from that comes a

ut

mission which is a road to reaching your vision, and that is a fountain head of all other
activities, policy frame work and operational procedures of the company. So, the mission

changes. You need to change culture and the other way round. If you want to change

ol

culture, reorient your mission.

Major Strategies are redefined. Skills change. See all these follows. Work systems
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change. People are seriously affected. We discussed about this in the last class. Policies
and practices change, processes change, and results are visible. Any questions?
(Refer Slide Time: 16: 58)
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We are the change leader. We said or the change agent. Leadership is crucial to

establishing the direction and change and to energize the process. TRAINING helps to
lead and model the new behavior more consistently and more effectively.

We are talking of behavioral changes in INDIVIDUALS. We are talking of behavioral

ut

changes in collective working of whole GROUPS of people, department, entire
company. Leadership is the key, very important.

ol

CULTURE CHANGE: Processes have to change , if culture is to change. Let me give
you a simple example. Say the culture was not very time focused in the organization.
Example is everyday so many departments are there. It is a large company, all right, and
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so many meetings are held.

Let us say, everyday ten meetings are held in various departments, but the meetings do

not start in time often, and they do not have a certain time period, after which it should
end, and that has been the culture. Why? Because that is the process which is happening.

So here we say processes have to change, if the culture is to change.
So, as part of OD you said we will now decide, all of us, let us decide. That meetings
everyone will come in time. If you are not in time, don’t come, and people accept this.
Second is when we come for meeting, when the meeting is announced, do not give the
venue and the date and the time of beginning, give the time, when it’ll end also. .
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So meeting is called in conference room number one. Let us say, Tuesday the ninth of
November, meeting will be from 11 am to 1 pm, give the time. What are you doing? You
are trying to change a culture. By changing a process earlier, the process was open
ended. People did not come, may be on time when they came, the meeting never ended
on time. Then you say that every formal meeting, that is called, formal meeting must
have a minutes, within so many days of conclusion of the meeting, you are trying to
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change the process, right.
Next, you formalize. Every minutes must have the allocation of responsibility and the

time target for achieving the implementation of any decision. So, you are formalizing.
This is a example I am giving of a way processes have to change, if culture is to change.
So, it is not all airy fairy when you talk of culture, that is specifics. There are specifics
the ways in which you work the process, you adopt, that has a very important baring in
what culture develops in the organization.

For instance, People sent for TRAINING. So far we have been nominating People for

ut

going to TRAINING to various outside institutions. So company spends money. They
are away, you know for three days. They undertake TRAINING, and come now. We say
that everyone, we send for TRAINING must give a seminar to his department, so that
what he has learnt part of it can be shared by others. What are we doing changing a

ol

process and in the in the process of doing, so are we not changing a culture?
Because in the old days people may have gone, these trainings are held in five star hotels
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go There do not take any notes, do not learn anything finally, have a nice lunch meet.
People socialize and come back. Now when we say you have to make a seminar what
happens? Then he becomes more aware. He sits in the front row probably and then takes
notes, because he has to make a seminar. We are making a accountable. We are changing
the process.

And in that change of process we are sowing the seeds for changing a culture. Do not
you think the company will in a course of time become more productive and
performance maximum value will be taken from all the money the company is spending
for TRAINING their managers and Employees, give me one example. Now I have given
you two example. You tell me. Because this is very important. CULTURE CHANGE is
one of the pillars for OD change and if you want and you’ll be called upon in your career
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at times, to change the culture. So, you must internalize these concepts and practice
them, so any one wishes to give an example. No. Think about it. You’ll find many
examples from your own working.

ut
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So PSYCHOLOGY OF CHANGE. People go through three main phases of change.
Holding on, that is a doubters that what we had done in the past is very good. We do not
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find any need for change, so we hold on. Then, letting go, that may be, may be, may be
just may be, that there is some truth in what so and so, if the change Leader is saying
maybe we should experiment, so letting go, then moving forward, you let go, and say
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this sounds good. So, let’s try it now. So, this is the Psychology of change.
RE-ENGINEERING is typically, What does RE-ENGINEERING do? It looks to fix

broken processes. What is a broken process? Let me give you an example from

educational institution. We all know there’re many colleges in our country, ok, where
time table is set, professors are there, students are enrolled, but classes are not held. Do
you know that? Why? Because the professors may be teaching in tutorial classes or not
teaching at all, yes or no.

Would you accept that I call it a broken process. If the process of teaching and learning
which is broken, not happening. How do you fix it ? It this is part of OD. How do you
change that culture? That is what we have been talking about even last lecture. Then we
say there are waste to do it on what we said is coercion. Isn’t it? Can’t get away from it.
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Then we said participation and so on. So, now are you having an idea? What is this
change management and OD is to do with human beings, but it does not exclude
technology way, the working processes, but essentially the OD `philosophy we say, we
are addressing the human being.

ut
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SUCCESS OF RE-ENGINEERING: Common vision of company’s business realities.

ol

Cant get away from involving People, No barriers of rank and function. Do you
understand? What this sentence means? Does it mean that there is no managing director,
no vice president, no senior managers, no junior managers. It does not mean that there
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are managers, but barriers in relationships and approach, and there are small outward
manifestation which helps to bring down the barriers. Now, many companies they follow
the principle of not doing hierarchical, you know dining halls, everyone eats in the same
dining hall, whether it is a blue color workmen, or it is the head of the plant.
You cannot of course, it’s not practical to do it everywhere. But the very fact that this is
happening, all right, gives a feeling to everyone that in this company we are more
egalitarian. That means we are not that hierarchical. Many companies use this concept
now of open office. What is open office? That there are no cabins in which senior people

sit. There is one large hall. Maybe one corner. The department head is there, maybe you
have got little cubicles, you know partitions which are half height partitions, but you can
hear people talking. You can see what other people are doing. That is to begin a open
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culture that we are all equal here, but we have more responsibilities or less
responsibilities, ok.
So, these are little processes which companies are adopting. In the old system, old
dispensation, the top managers when they came, their attendance they never signed
anything. May be sometimes, the peon will bring the book, you know and may be he’ll
sign, or they would not even bring the book to him. They’ll bring it to his secretary.
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Secretary will put. Now many companies are saying there is electronic punching clock.

Everyone will record their time. So, symbols, ritual, you may call it symbolic, ritualistic,
but they are very important for building a culture, ok, Any questions?

vt
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Everybody shares how things should work. You may not be working right now, but you
share it. Don’t you think that we should be doing it this way. What is it that we can do to
change, so that we achieve the which we all think is the desirable way of working. What

is it that we can do? Top management keeps job of leadership direction and
prioritization, but the whole organization participates and gives the inputs. Top
management just do not sit in a closed cabin, and say we know what is good for 2000
people in our organization.
Whole organization participates and gives inputs. You can do it. There are ways by
having TRAINING programs for GROUPS of thirty people at a time. It is costly. It is
time consuming, but experience has shown in many organization, that the rewards you
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get are very fulsome. You recoup all the money and time you have spent, in increases in
productivity, performance, all right, which is many times more in money value than the
money and time that you are spending. These are facts. We call a company turn around.
What does the turnaround means? It was going in a direction, may be downhill, all right
there’s a mountain going and you would have fallen of the edge, that is, where it was
going, turn it around totally, like a car and it goes to the uphill.

io
n.
in

So, turnaround is basically about, all right, change management, and organization
development. Any questions? You revitalize a company with this.Energy level become

high. People feel ownership for the organization in their own spheres of activity.
Obvious gains are realized. Obvious gains are what, normal reporting figures. What has

been the sales? What has been the profits? All right. What has been the cost of

production? These are the obvious gains which you realize, costs are going down, sales
are going up. Profits are going up. People are not leaving you, when you want to hire.
People you have more applications which are coming because obviously the image has

ut

improved in the market , these are obvious.

Ongoing process teams are identified and chartered. Ongoing process team, that means
the way of working may be you are doing it in the departmental way. That is each
department functionally in a buerocratic or a mechanistic structure. Now you are
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adopting slowly, doing work by teams, cross functional teams and you identify and
chartered them. What does it mean charter? You give them empowerment that from now
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on, you’ll be working together not individually in your departments, and things happen
fast. These are all findings of actually company is not in America, but company is in
India who have done it and who have transformed themselves.
Any questions? Ok, So, all these is good. We desire to do it. We know that you have

special people, change Leaders and change agents, all right, but they are few and far,

between it is not easy to find them. Sometimes you may have to train them. Your own
mangers have to be indoctrinated, if I may say so, they have to be inculcated into the
spirit which will make them good change agents and change leaders.
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So, STRATEGIES FOR EFFECTIVE FUNCTIONING OF CHANGE AGENT:

Familiarization Strategy: Get to know the organization thoroughly. This is a very evident
and obvious thing. If you want to change anything in the organization you do not have to

ut

know what is existing right now, and you have to know it both vertically as well as
horizontally throughout the organization. Acceptance Strategy: Develop contacts with

stakeholders and build up credibility. Stakeholders within the company and outside the
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company, may be you do a customer satisfaction survey to find out what is expectation
of your customers from you as a company.
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Send questionnaires, interview them, collate the results and come to conclusions that
their expectation are we meeting it, do we have processes in a place which are giving

them this satisfaction. What is the index? Can we set a target today? The index of
customer satisfaction is x, tomorrow we want to make it x plus delta x, we want to
increase the satisfaction.

What about your dealers? Dealers are people who are very important to you as important

may be as your Employees. What are the dealers doing? They are your marketing arm.

Your extended arm. Isn’t it? They give you the reach into the market, dealers, sub

dealers. So, in a sense also, they are your clients because they are buying from you and
reselling it to other people. What is their expectation of you?
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So, Acceptance Strategy: Develop contacts with stakeholders and build up their
credibility. Change Strategy. Identify the points in the system, where the change agent
wishes to initiate action, very important large organizations so many things you can do.
How do you prioritize? Do you do a a, b, c analysis if so on what philosophy is it that
you are going to improve the clients satisfaction first ,or first priority you give to your

ol

ut
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employee satisfaction, so these are things which you have to decide.

Institution building: Installation of norms and values conducive to the continuation of the
new system. We talked of certain ways of working, isn’t it, saying meeting must start on
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time, they must end, and so on, and we said that in order for us to build a culture, we are
setting in place this processes right now. This says installation of values conducive to the
continuation of the new system, so these are ways in which you instill values and

institutionalize it, by practice, if it happens for a year and is working. May be you make a
price. You say those departments, all right, which have a highest score of doing meetings
in the way it supposed to be done will get a prize. What are you doing? Institutionalizing
it making it desirable.

What kind of skills and competencies should a change agent posses? Professor
Khandwalla emphasizes the following eight skills for a change agent to be successful.
Professor Khandwalla has done lot of research on this. He used to be at one time the
director of the Indian Institute of Management in Ahmadabad, so lot of research he has
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done, and he recommends the change agents should have these eight skills, basic skills
then he will do a good job.
One is sensing ability. The ability to sense the power dynamics, norms, practices and real
priorities animating the organization. Understand this or not. No. Power dynamics when
you join an organization, all right, you have to understand the power dynamics, means
you have to see who are the important people on whom others are dependent. So, they
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exercise power who are the important or which are the important departments on whom
other department depend, all right, and how is this power exercised. For instance, one

simple thing of power dynamics is that you as an individual, all right, if you want to
work with other people, you need to meet them. You find that you have to go and meet
in their cabin, mangers from say accounts or finance, and from personnel. Where as

others you can ask them they’ll come to your cabin. Do you find any difference in this?
What is the difference?

May be these are the kind of what are you doing, you are sensing it. Anyone telling you?

ut

No. Very simple things. There are some people, all right, who when you’re not there
receive a message, all right, and the message says ask you to call back, and you find that

you have to call back, others when you are not there, tlhere is no message to call back
they’ll again call you second time, you may not be there third time. Do you sense any
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power dynamics? There isn’t it. So, these are the things, the ability which a change agent
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have to have a kind of sensing ability, ok.
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Stress tolerance: Ability to withstand failures and criticism without letting go of the

larger vision of excellence. Very very difficult. All of us tend to get demotivated and
discouraged in the face of criticism. Don’t we? We feel very nice if someone praises us,

ut

but many of us we will not sleep well at night if someone criticizes you. There are

INDIVIDUALS who have stress tolerance which is more they can take this. Change

ol

Leaders or change agents need to have it, according to professor Khandwalla.
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So they need to see that in order for you to do an excellent job in change management,
these individual need to see. Ok. This is time. I am making just a conceptual diagram and
this is change, all right, they need to see, this is the vision, this is where they want to
achieve, and they need to understand that there may be ups downs, but they do not lose
sight of the vision. That what it says, even if there are, these are reverses is going down
here, all right, but it goes up again goes down here, finally, they do not lose sight of this
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vision by getting discouraged.
Ability to withstand failures and criticism: Without letting go of the larger vision for

excellence, larger vision. Problem Solving Skills: Ability to spot problems or anomalies
analyze them, and generate a variety of new solutions and approaches. See sometimes we

say that your ability, and your expertise to solve problems is only as good as a number of
option that you can generate. That is where your innovation comes in and your creativity.

What are the kind of possible options you can create? Then it gives you a larger boat

from which to select .Ok . Support and resource mobilization. Can you mobilize
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resource? You have given a job to change, you require lot of resources for it, you have to

have the ability to network, all right, networking we talked about in this course, see how
important it is for change agents, very important, network can get the resources.

ol

People you want two good people from departments. Do you think other department
heads will spare good people? Say I want for one year they will say no, we have people,
but you see, he cannot be spared. We can give you this, you have to find out, may be he
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is the worst fellow does not do any work, so you have to have the ability to somehow get
that man whom you want. How that is? How will you do that? Go to the big boss and say
sir, you have given me this job change agents, job know very important for company, but
I have to have good people and there is one good man in this department. See, if you talk
to the department head then it’ll be very good for you. What are you doing? You are
using your ingenuity to mobilize resource, all right.
Get them charged, get around red tape and spot unutilized and underutilized resources.
Red tape. What is red tape? We discussed this. Bureaucratic procedures which delay
where the rules are more important than the work to be done. You become a slave of
procedure, instead of being the master of procedure, and using procedures to make you
more efficient become the slave and prisoner of the procedures and rules.
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Planning and implementing ability: Change agent should have that. The competence to
plan operations, set targets, allocate tasks, monitor implementation, coordinate etc. These
are traditional managerial skills and competencies, right, roles and functions of a

ut

manager, he must be a good manager.

Communication Skills: Again, have you not studied that one of the critical elements for

ol

success of manager is communication? Is it not? And interpersonal relationships. So
here too ability to communicate clearly persuasively and honestly, also the ability to give
and receive feedback, ability to sell ideas changes and innovations, because you are
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trying to bring in change, so you must have this ability.
(Refer Slide Time: 43: 34)
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Skills of building a team to implement the change: Ability to recruit people with right
mix of skills and expertise, create in them a sense of motivation, respond to their needs

and concerns, have them participate in decision making, develop mutual trust, focus on
the teams operating processes, periodically take stock of progress participatively, keep

ut

the team posted on significant external developments. In other words, you set an
example, that you are a team worker yourself. Walk your talk. Practice what you preach.
You are supposed to use team approach and focus for change management, and OD. As a

ol

change leader, you need to demonstrate very visibly that you yourself are practicing that,
only then there’ll be credibility right.
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So having said that these are the 8 point framework of professor Khandwalla for what the
change agents competencies are. Here is the CONCEPTUAL FRAMEWORK FOR
CHANGE AGENTRY. One is Problems of change agentry. What are the problems in
work organization development which change agents have to manage? Number two,
Methods of change agents. What methods can change agents employ when they face

ol

ut
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these problems?

Number three. Dynamics of change agentry. What can change the methods
practiced by the change agents. Change agents as persons. Can the actions
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of change agents be explained by their personal dispositions. That is a
personal traits and qualities of the change agents.
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You as a change agent when you have a job to do to make changes, you
also have a Dilemma. We call it the Dilemma of change agent. First

ut

Dilemma of change is because the change agent has the choice between

two approaches, one is Directive approach and the other is Supportive
approach. You have a choice. You are a change agent. You have to bring in

ol

the change. Directive ensures Results, but does not guarantee wider
participation of the members.
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So in a sense, what is Directive approach? You as a change agent, you and

your may be a small team, you decide what are the methods you are going
to use for bringing in change. What are the processes. You’ll identify for
bringing a change, and then you tell it telling and may be selling.

So, telling and selling means what, you tell that we want to

achieve this, and you sell, you tell them why it is important to
achieve it, but is directive, you are doing it. Supportive approach is
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what, ensures wider participation of people without guarantee
results.
Supportive is you want others to come out with plan. You support
the plan. That is you cast yourself in a role of facilitator and
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moderator, not designer and implementer. Are you getting the
difference? As a agent you have a choice. If you have the
supportive approach, all right, you can ensure wider participation

of the people without guaranteeing the results produced. Because
remember whenever you do a participative, all right, it takes more time, all

right, and in the short run, you may not guarantee results. But in the long
run, normally it is a better approach. So you have to balance the

ut

contingencies. Can you afford to take this approach? That is where you have
to make the choice, or would you rather in a big company with many plants
would you rather focus on one plant.

ol

Have a Directive approach, time bound and in a short time bring the change
which are measurable. So, that is a visible demonstration to the other plants.
That if you adopt this system, you can also improve. Do you take that
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approach or not.

You say I may be able to do it in this plant, but since I haven’t involved

people of the other plants, it will not have credibility. They may not do it. It
will not guarantee a cascading effect of success in the other plants. So, this

is the Dilemma. What what choice do you do? So, this is what we call the

change Dilemma, and now there is another Dilemma, the learning

dilemma.
(Refer Slide Time: 49: 08)
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The experiential approach, ensures Learning in a particular unit which experiences

change, but does not guarantee its spread throughout the organization, which I just told
you about one plant, you take does not guarantee that it’ll spread to the other plants. The

diffusion approach, emphasizes communicating throughout the organization of the units

ut

insights, that is all the ten plants say, take all of them and communicate throughout this

plants. The units insights about the change process, the unit even if it is detrimental, to
create conducive atmosphere for innovation to flourish in a particular unit.

ol

That is instead of taking a focused approach in one place which is directive, take a
participative approach. All right, and diffuse it throughout the all the plants, or the entire
organization which do you do it which will make for better learning. That is a Dilemma,
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which you’ll face as a change agent. You have to decide depending on various
contingencies.
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And if we call the CHANGE SPECTRUM. What are the various areas in which you

want to bring in change which will be beneficial. That is a spectrum. Changes in

organizational structure. The change may involve the structure change. These entail

ut

redefinition of roles and relationships. These took place, all right, both at TCCL and
Agriculture Finance Corporation of Zimbabwe. These are two cases which I had done, so

ol

this is a reference to that.

Changes in organization processes. So, first was structure, second processes within the
spectrum. This is another area where change has to be brought in. These involve lending
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clarity to interrelationships between functionaries and work flow patterns between
different subunits. These two had taken place in both the organization.
So, processes are like what? A process like recruitment and selection is one of the
processes. Bring in some change in that decision making processes. Centralization or
decentralization, performance management processes. These are the various processes
which may have to change. You may have to change the performance management
processes make it more focus.
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Deployment of a humanistic approach: This as a trigger for organizational change, this is
very fundamental and basic, because we said that entire OD philosophy is based on

humanistic approach. So this is based on notion that people are the key to change. People

ut

are the key and they can cooperate fully only when there is a congruence between
individual and organizational goals.

ol

And then the Political approach to change: It concentrates, this is the various spectrum in
which you address change, you see, concentrates on allocation of power and resources
among competing units within an organization. It makes creative use of friction and
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animosity among INDIVIDUALS and units to push forth significant changes creative
use of friction.

Remember when we talked of conflict. We talked of three schools of conflict traditional
school, the human relation approach school, and the interaction school. Remember? We

said interaction school, say conflict is desirable, you should promote conflict, but

functional conflict.

So here friction and little animosity, but containable it should not become disruptive
dysfunctional and then from political.
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We have the system approach to change. It focuses on the inter relationships of a

particular unit or division with the organization. This approach would be successful only

ut

when there is a strong shared vision and a plan to translate it into action.

Then Strategic management approach to change: It is appropriate in highly competitive,
and turbulent environments. Very significant investment, diversification and divestiture

ol

choices best illustrate strategic management change.
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Changes in the vision, mission, values and culture: This become imperative when an
enterprise needs to eschew its old ways lock, stock and barrel and transform itself into a
new organization. What is the meaning of eschew? Discard, reject and start new.
And last is Technology and Applied science approach to change. It emphasizes the
incremental nature of change, wherein people are adopting small changes all the time.
This approach could be quite relevant to settled times. You know stable period and to

io
n.
in

stable businesses and environments where change is neither swift nor violent. So within

the spectrum, you know, this is also a 8 points spectrum. This is where you address
changes and bring in change management and organization development. So, that brings
.
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ut

us to the end of this topic. Thank you very much.
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Wage and Salary Administration

Good morning.

In today’s class, we will take the topic of wage and salary administration. Now, to start
with, let me tell you the normal meaning of wage and salary. Wage is normally referred
to as the remuneration that you pay to lower level of employees. Usually, employees

who are paid on daily basis; that is, daily rated workmen. We call them daily rated

workmen. So, the wage is referred to as those employees to whom you pay on daily

basis. The computation of the monthly earnings is computed on the basis of day. Say if it

ut

is 50 rupees a day; out of let us say 26 working days in a month, the computation when it

is made at the end of the month, because the payment will be made monthly; but, it will
be done on the basis of 26 multiplied by 50. And, if he is absent for one day, that will be

ol

deducted; whereas salaries is used for monthly rated and usually higher level of
employees. And, there we do the computation on the basis of the month. So, we say that
the monthly salary is let us say 1000 rupees. If it is 1000 rupees and is absent for one
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day, then what will happen? And, the month has 30 days or the month has 31 days;
month has 28 days. So, it may vary slightly, because the number of days in the month
will change. So, per day of absenteeism may vary. So, this is the fine difference – wages
and salaries.
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Now, importance of wage and salary to the employee, because it determines standard of

living, obviously; it determines his status in society; it determines motivation at work,

because if someone feels that he or she is getting a lower salary or a lower wage, then the

ut

motivation for working is obviously diminished by that extent. Then, productivity at

work – these are interconnected. If you are motivated to work, your productivity is likely
to be higher. So, they are interconnected. Productivity at work is also affected. Similarly,

ol

job satisfaction and loyalty to the organization. After all, if you feel that you have been
treated unfairly, because you are not being paid your wage and salary, which you should
be getting – this is your perception, then you are not likely to be loyal to the
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organization; you would be looking for another change. And, the moment you get a
better job, you will leave.
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Therefore, it is very important that in the administration of wage and salary you put a lot

of attention. The employer should put a lot of attention, because it affects not only the

performance of the company, but also the job satisfaction of the employees. So, that is

ut

what I say, for the employer – important element in the cost of production. Why?

Because you should pay higher than you should be paying; you are for nothing.
Increasing the cost of whatever goods you are making or service that you are providing.

ol

It is also an important element for industrial disputes. What does that mean? That means
this maybe the ground of a collective dispute of your workmen; the union may take up
this issue. So, it is important from that angle. It is important element of overall company
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productivity naturally. We said it affects the cost of production. It affects the cost; it will

also affect the final performance and the productivity, because as we have said in the last
slide, the employees perceive something as unfair; they are demotivated. So, if they do

not perform as well as they should be performing, the company’s productivity will also

affect.
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Now, when we talk of wage or salary, it is not limited to a wage or salary. We talk of
package. And, the package we refer to as remuneration package. Sometimes we call it

management of remuneration or emoluments. These are also terms which are used – e m

ut

o l u m o – luments. Now, components of remueration is financial and also non-financial.
So, financial has wages and salaries – this is one component. Incentives and perquisites –

ol

we often use the term perks – p e r k s; perks means the perquisites.
And, the non-financial elements or components of remuneration…
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Yes
[Not audible] (Refer Slide Time: 06:45)
We will come to that. There are other benefits, which are non-monetary benefits maybe;
I can give you an example. For instance, you get a free and furnished accommodation;
that is a perquisite, because they are not paying you money, but they are giving you the
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free house to live in. But, that is so far as you are concerned. But, it is not fully free to
you, because the income tax laws of our land also gives you a tax component on your

perquisites. Income tax law says that if you have got it as a free house, then it will
deemed as if you are employer. He is paying you some amount per month; say it is

deemed that the house is worth 1000 rupees a month. So, 1000 rupees. Very
simplistically, I am giving you an example; 1000 rupees is added to your salary although
you are not getting 1000 rupees. And, the income tax – that will add to your total

income. And therefore, the income tax will be paid off. So, perquisites are also taxed in
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us
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(Refer Slide Time: 07:55)

ut

your hands as we say.

So, non-monetary – these are some examples. Challenging job responsibility – is not it a
non-monetary benefit if you have a good responsibility? Recognition of merit – even if
you are not given a bonus or money for it; but you are recognized by giving you a
certificate, a function, where it is announced that you have done a very good job for the
previous year. So, these are considered as part of remuneration, because human beings –

Vtusolution.in

Vtusolution.in

we are not only motivated by money as we have said earlier when we did the topic of
motivation; there are non-monetary recognition elements; is it not? Then, growth
prospects – is not that also a part, broad part of a remuneration package? Because if he
hire you at a job, which is a dead-end job as we call it – the terminal job; that means
beyond it, there are no prospects for growth; then, obviously, that is worse than if I offer
you a package where you have got a promotion opportunity. So, in that sense, the

the future, is better in the second case.
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remuneration, which you are offering today with a potential and a chance of growing in

Then, importance to people in the organization – how Important are you; that also is the

feeling of recognition that one gets. Competent and congenial supervision – these are all

important to you as an employee and you may say that it is a non-monetary kind of
benefit that you are getting as part of your overall remuneration. Comfortable working
condition – the very fact that you get air conditioned office let us say; is not that a benefit

that you are getting in non-monetary terms? Because you are more comfortable, you can

work for longer hours without fatigue and so on. Then, job sharing – what do you mean

ut

by job sharing? How is it a non-monetary benefit? Yes?

Job Sharing

ol

[Not audible] (Refer Slide Time: 10:05)

[Not audible] (Refer Slide Time: 10:08)
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Yes, this is one explanation. What do you think?
[Not audible] (Refer Slide Time: 10:18)
Yeah, is to do a motivation; that means, you are told that you have the versatility; you

may be trained for it that you are doing one job, but in the absence of a colleague, who is

not exactly doing your job, you are trained to do that job. That means you feel as if you
are competent to do a number of job; not only one. So, that job sharing also is built in as
a part of non-monetary benefit. Not everyone is selected for that; someone will be
selected that he has the capability of doing beyond his present job. And, flexitime – you

all know what is flexitime. Flexible timings – that is you say that the normal office time
is between 9 to 5, but you have a leeway.
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So, Flexitime is Flexitime. Let us say you have 9 a.m. to 5 p.m. But, they say that we are

giving you a bigger spread and this bigger spread is from 7 a. m. if you come, you are
allowed into the office; and, here we say that this is 10 p m. And, your working hour let

ut

us say is 7 hours a day – working hours equal to 7 hours per day. And, working days is

equal to say 5 days per week. That means your total working week is 35 hours. Now, you
have to put in 35 hours, but you get flexibility. And, flexibility is let us say you come on

ol

a Monday and you punch time; Monday you come at 7 and you work right up to 10. So,
how many hours have you worked? You have worked 2 hours more here and you have
worked 15 hours. You take one day off; do not come; or, the company may say you have
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to come on Fridays. So, you come, but you work less hours. As long as you do, let us
say, they make a stipulation – all 5 days you have to come; that is one.
[Not audible] (Refer Slide Time: 13:04)
7 hours per day that be little. For instance, 9 O’clock to 1 O’clock; that is 4 hours. Then,
lunch time is one hour; that is nonworking time up to 2 O’clock. Then, 2 to 5 – another 3
hours. So, forenoon is 4 hours; afternoon is 3 hours. So, total 7 hours; not counting the
lunch time.

[Not audible] (Refer Slide Time: 13:36)
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And, when you join any organization, they will certainly tell you two things in your
appointment letter; apart from other term, they will say two things. Venue of work – they
will tell you 4 or 5 important things – one is venue of work; whom you report to; what
are the timings of work; and, how many days of working. These are four things, which
will be told to you on your appointment unless the company has flexitime. If it has

[Not audible] (Refer Slide Time: 14:15)
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flexitime, then you have the flexibility.

No, but you have the flexibility. What I as an employer,
[Not audible]

I may make it a condition; I may not. I mean as an employer, say you are a manager, HR

manager, when you are designing the flexitime, you have these – you can play with these
elements. Depending on the type of job, if you feel that someone need not come for 5

days a week, even if he comes for 4 days, the work is not going to suffer. Then, you may
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stipulate a condition that for you, the flexitime is up to minimum 3 days you may come

or minimum 4 days; one day you need not come, but you have to put in that work of 35
hours. There may be some kind of work, where that is not possible; every day, everyone
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has to come, but everyone need not put in 7 hours every day. If everyone puts in up to 5
hours every day, that is OK; the work does not suffer. So, then you say this is the
condition. Then, the limits, that is, instead of the slot between 7 and 5, you can come

vt
us

earlier; go later. All these adds cost to the company; that means you have to keep the
security; the lights will be on for a longer time.
Other associated cost will be there; is not it? Say people – you are giving flexitime; there
will be some people who will be here from 7; some people who may stay back up to 10.

So, air conditioning may be running; lights would be running. You have to adjust the
time of the cleaning staff. So, if they are in office, they cannot come and clean; they may
charge more for that. So, there are associated cost, but you trade it off against the benefit

you are giving to the employee, because someone is let us say doing a part time program,
which starts at 5 O’clock in the evening or 5:30 in the evening. So, he prefers to come in
the morning and knock off at 4 O’clock. So, that he can attend those classes; he is doing
it to... Say executive MBA program he is attending; or, you have got some people, whose
children have to be reached to school and the school starts at 8.30. So, if you reach the
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children to school, you will not be able to come by 9 O’clock. So, they may prefer to
come in by 10 O’clock and go later – 6. So, this is a big advantage and you can play
around, because it is flexitime; means there are lot of flexibility. Essentially, you have to
ensure how many hours they are working according me, because you are designing your
wages and your salary based on also how much time is they are working; is it not? That

[Not audible] (Refer Slide Time: 17:10)
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they have to do.

It may; that is why I am saying – you as a HR manager, you have to decide. When

flexitime is decided, you cannot do it alone; you have to call a meeting of all operating
managers and say we want to give a flexitime. First thing, how does it actually happen?
A committee will be set up; cross functional. Maybe the convener of the committee is
manager-HR. But, you have got other operating managers in the committee and the
committee will have terms of reference. Please examine, the committee’s reference is

whether flexitime can be given in our company in these offices without affecting 1, 2, 3,
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4, 5; having done that, committee will deliberate; they will collect data; they will discuss;

they will meet other people; then, they will make a report with a recommendation to the
management. Managers will be examining; maybe they will talk to employees also.

vt
us

ol

(Refer Slide Time: 11:16)

So, this is the process that will happen actually in real life. And then, if the management
feels that up to certain flexibility can be given and no more, they may announce such a
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scheme. Normally, the scheme of flexitime is you can come little late, in which case, you
go late; or, come little early, in which case, you can go early. This is the simplest time –
type of flexitime, which is used in offices and industry.
Yeah; that is right.
Sometimes what happens, there are many offices, which are working 5 and half days,
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that is, Saturday – half day – say 9 O’clock to 1 O’clock. Then, there is a request or a
demand, which comes to management that we would like the Saturday is off, because

then, two days we can have; but, we will work extra time; in which case, people are told
– all right; then, in extra time, instead of one hour of lunch, say we give you 45 minutes

for lunch. Then, we can straight away save one and half hours in the 5 days of extra time.
So, how many hours? 4 hours you are working on a Saturday – from 9 O’clock to 1

O’clock; you have to make up that 4 hours. So, reduced lunch time – you can make up
one and a half hours. So, balanced two and a half hours, where will you make up? Will

you come half an hour early everyday and leave half an hour later? Then, they say you
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can come early; but, we do not want to leave later. Why? Because the bus queues are

there; the crowd in the public transport system; but, we do not mind coming one and half
hours earlier. Then, management say that is not true, because no other office will open;
your’s is a sales office. When you come one and a half hours early, you cannot
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telephone; you cannot visit anyone. So, these are practical problems, which will come.
Then, they may say all right. So, via media is you come one hour earlier or 45 minutes
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earlier and go later by half an hour, so that you make up the total time, which you are
losing.

Time is very important. When you negotiate as HR manager with unions or employees,
remember, what is important is how much time are you putting in per year annually.
Then, holidays come; when you get a chart or demand, what comes? One is reduction of
working hours; then, reduction of working days. Union may say we will work the same
37 hours, but Saturday we do not want to work. Then, number of holidays to be
increased; total days. So, average in Indian industry, you work about in the western
India; depending on which part of India and depending on how many holidays are there
in that region, it varies. Out of 365 days, you take out one weekly off, that is, 52 days
gone; how much are you left with? Take away national holidays – three national holidays
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and a few festival holidays depending on the region; you are left with about 300 working
days for a factory.
For offices, the holidays are more. Usually, offices, the holidays will be anything
depending on the state you are in of India – anything between 14 days to about 20 days.
Factory – the typical number of holidays is roughly about 8 days to 12 days. This is
typical in Indian industry. Factory – hours of working are longer. As per factories act, 48
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hours; but, due to union negotiation over the years, some of the older factories work 45

hours or 46 hours per week; and, that also varies shift to shift. There are statutes also.
First shift and general shift – you work longer hours; second shift – slightly shorter; third

shift – a little bit shorter. Why? Because the biological clock of the body; it is more
difficult to work. The third shift will normally start around 11 O’clock at night and go on
till 4, 5 in the morning; more difficult. So, these are the various details, which we cannot
go into now, but flexitime is certainly a very important non-financial component for
wage and salary administration.
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[Not audible] (Refer Slide Time: 22:40)

Importance to people in the organization – it means say you have predominantly a lady
work force in a factory, because you are in electronic industry. And, there are lot of
assembly to be done; manual dexterity. So, girls are suited for it. For girls – many are
married; so, if you can give them a flexitime, is very important to those people in your
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organization. So, flexitime can be a very important thing to some of the people in your
organization. That is what is meant by that. Because finally, what you give as
remuneration, you have to think how important it is to your employees; otherwise, they
do not count it as a remuneration element at all.
Say your work force average age is 25. And, you say we are giving you medical benefit;
if you have a heart attack, we will give you up to 5 lakhs of rupees as a non-monetary.
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Who will have a heart attack at 25? It is not important; or, if the work force is there – say

we give you allowance – old age pension, many of the work force say we are 25; when
are we going to be old. We do not want that element. Say you give a salary; convert that

into salary into a monetary thing; we do not want it. So, depending on your work force
profile, importance to the people in the organization of this non monetary is there,

because you say you give a choice then. You say those who are married can get this

allowance; those who are not married you get some other allowance. So, non-monetary –
you are giving them a choice. Those who are in this age bracket let us say 45 to say 58,
which is retiring age. For them, we are giving certain benefits like house loan, etcetera,

ut

because they are thinking of retiring, making a house. So, you have so many of these
elements, which assume more importance to some of the employees than to other
employees. That is why it is important.
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Then, here you have just a conceptual sketch. Components of employee remuneration –
we just tie it up into a conceptual. You have the environment here; envelope here;
environment; and, you have remuneration; you have financial and non financial.
Financial – hourly and monthly rated wages and salaries; then, incentives – individual
plans, group plans. What is incentive? That is, depending on the volume that you
produce, you get some extra money. So, it is financial. Then, fringe benefits, provident
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fund; we call it a fringe benefit. What is provident fund? Saving for your future; that is,
when you retire. So, normally, what happens? Say 8 percent is deducted from your basic
wage and you have to also contribute something there like amount; you give 8 percent or

10 percent. So, that is contributing provident fund. You do not get it in your hand, but
when you retire or you leave the company, then it is given to you. If you leave before

retirement, often you have the facility of transferring it from your current employer to
your future employer. You would not see that money; it is not in your hand. After certain
number of years, you may be able to take some loan; say up to 50 percent loan from your

contribution; not company’s for making a house or buying a plot or land. So, this is a

ut

fringe benefit.

Medical car; accident relief; health and group insurance – group insurance is what? The
company takes for the whole category of employees and insurance for the whole group.

ol

If you take for the group, then the per individual premium rates are reduced. It is like a
discount with the insurance companies. So, if there are hundred people and if you are
insured each individual separately, say the monthly premium, the annual premium would
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have been 50 rupees. The insurance company may tell you, if you do all hundred
together, then we will give you 5 rupees less per individual. So, 45 rupees company
gains. Now, what happens? Company tells the employer – look every year we are giving
you 45 rupees – we are giving to the company. And, that is a benefit we are giving you,
because god forbid; if suddenly you die, say that 3 lakhs or 4 lakhs for which you are
insuring, will go to your nominee, your family. So, you are not paying; we are paying
that premium. So, it is a fringe benefit.

Then, perquisites, which you asked – company car, admission flat, free flat or free house,
company car; that means, company will maintain the car; company will pay for the petrol
or the diesel of the car, but it is for your use. But, as I said, the tax man, that is, the
income tax also will take another view. They will say may not be that you are not getting
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money in hand as income, but there is a perquisite. So, if you had to use that car and pay
for the maintenance and petrol from your pocket, where from you would have got that
money; it would be income no and we would tax that income. So, we consider this as an
income up to an extent. And then, they have various rules, which say how big is the car.
If it is a big car, Mercedes, then they say it is a more perquisite value; if it is a Maruti
800, less. So, they say on horse power of the engine and so on. There are all detailed
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specification and rules and regulation. So, we have got a lot of loss. That is why you
have lot of consultants; you cannot do it yourself; you have to hire consultant, who

knows the nifty-gritties of everything. Then, here non-financial job context; in the job
context, as we said, challenging job, responsibilities, recognition, growth prospect,
congenial supervision, working conditions, job sharing, etcetera. So, we are just putting
it in one conceptual chart here, so that it becomes clear.
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Now, as in most topics, you have some theories also of remuneration. These are some of

the theories. Reniforcement and expectancy theory – we have learnt about reinforcement
in some topic earlier; do you remember? Learning, reinforcement. So, we said operant
conditioning, that is, the theory; operant conditioning says what? That a behavior is
determined by the outcome that may come; if you behave in a certain way, you get a
reward; then, you will be motivated to bear with that. So, this is from that the theory of
reinforcement. See now this is the application in human resource management that
human behavior theory is applied here; and, expectancy theory.
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Equity theory – equity means what? Fairness, justice; if you feel that you are being under
paid, then someone else in the same company in the same department; or, you may also
feel you are underpaid as compared to someone in the same company, but different
department; or, you may feel you are being underpaid as compared to your friend, who is
in another company, but same department or another company and different department.
So, these are various bases on which some amount of satisfaction or dissatisfaction
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come. So, this is on the theory of equity and agency theory.
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(Refer Slide Time: 31:42)

We will come to what is agency theory. Here it says that you view – like in business, you
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have a principal – p r i n c i p a l and an agent. Agency theory – you have principal and
you have an agent. What does that mean? Say you are a company making, let us say, air

conditioners. And, agent is a dealer; you have a relationship between principal to agent;
and, what is that relationship? The principal will manufacture; agent will sell. So, he
gives it and he sells to various customers; that means manufacturer does not interfere
with the customer. So, since he is doing it, he can you have a relationship, which is a
principal to agent relationship. He is doing something for the manufacturer. And, in
return, what is the manufacturer giving? Say the price of the air conditioner is 20,000.

So, had the manufacturer sold to the customer directly, he might have charged 20,000.
Now, the agent is selling; how much is he charging? Is he charging greater than 20,000
or he is charging equal… Certainly, he will not charge less; is not it? He can charge
greater or less. Now, that is more detailed, we should not enter into its commercial detail.
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You can have a principal-to-principal relationship and a principal-to-agent relationship.
If you have a principal-to-principal, that means he is buying from you and he is at liberty
to sell it at whatever price he wants. He can sell it at lower price, higher price; maybe he
is a big client; he gives little discount also. But, principal – what is he doing? Since he
buys from you, he has to pay you. So, he is baring the financing cost; that is what he is
doing. He is not risking; you are not risking for it. He will pay you; straight away he lift
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and he will pay. Principal-to-agent relationship is he gets a commission. So, every
refrigerator that he sells or air condition that he sells at 20,000 say; you say 10 percent
commission. So, really he gets a commission of 2000; return the money.
[Not audible] (Refer Slide Time: 34:58)
Yes;
[Not audible]

They will get a credit; that depends on the terms if you are a dominant player in the

ut

market. That means, the agent does not have to spend much effort in selling; we call it a

product pull. People will come and ask for your product. Then, you may tell the agent
that cash on delivery; when you lift it give money. But, if he is not correct, he has to sell

ol

against competition. Then, you may tell him I am giving you 30 days of credit; that
means, you take it from me today; do not pay me immediately; after 30 days, you pay
me. The rational being, within 30 days if you sell it and you get your money within 30
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days, you do not have to finance it; then, after you get your money you give me. He may
say 30 days is not enough; my customer to whom I sell, he gives me 30 days. So, I want
60 days from you. So, you may have to give sixty days. These are all decisions, which
the marketing department has to take. These are policies – pricing policy, credit policy
and so on, but this theory as we said is used.
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Reinforcement theory we come – behavior which has a rewarding experience as we said;

for example, high employee performance followed by monetary reward will make future
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ut

high performance more likely.

Expectancy theory – Victor Vroom’s Expectancy Theory focuses on link between
rewards and employee behavior. Employee motivation is the product of valence,
instrumentality and expectancy. Valence refers to the degree of desirability of outcome
as seen by the individual. What is his intensity of desire for that outcome? Say some
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employees getting married and he very badly wants a promotion, because he feels he will
have more responsibility, he wants more money, and the promotion is going to give him
much more money in his hand, because it is a higher scale; then, because its intensity is
more, the degree of desirability of the outcomes seen by the individual, that is, valence.
He is likely to work harder, but the same promotion. If he was not going to get married,
he gets a promotion; he feels good; he has over taken some of his colleagues. The
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intensity of the desire for that outcome may not be so. That is the meaning of valence –
strength of the individual preference for a particular outcome.
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(Refer Slide Time: 37:49)
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And, instrumentality – refers to the belief that the first-level of outcome will lead to the
second-level outcome. For example, the person would be motivated towards superior
performance because of the desire to be promoted. The superior performance is the firstlevel outcome. So, to the employer, you find this employee is doing better performance –
first-level outcome. And, the first-level outcome is seen as being instrumental in
obtaining a promotion. So, first is first-level – harder working, better effort, better
performance. Second-level is the promotion. In effect, the person makes a personal
judgment about the probability that the organization will value the performance and will
administer the rewards suitably. Say he feels that even if I work very hard, first-level
outcome I do; second-level outcome may not come, because boss does not like me. Even
if I work hard, he would not promote me although. Then, that motivation level is going
to be lower.
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And, expectancy – refers to the belief that an effort will lead to the completion of a task.

For example, a person selling say magazine subscriptions door to door, may know from
experience that the volume of the sale is directly related to the number of calls that he

ut

makes. He does not visit 20 houses; he is unlikely that he will get more. So, according to

expectancy theory, motivation is equal to expectancy multiplied by instrumentality
multiplied by valence. So, victor vroom tried to make a kind of quantification into the
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outcome on the one hand and the motivation. And, what is the reason for that between
the outcome and motivation. What are the elements, which go into the motivation?
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Equity – Adam’s Equity Theory postulates that an employee who perceives inequity in
his/her rewards seeks to restore the equity. The theory emphasizes equity in pay structure
of employee’s remuneration. How will he restore? He may fight by going to union; he
may quit by resigning and getting a job, which he feels is more equitable. But, the whole
idea is he tries to restore what he considers is an imbalance.

ut
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ol

And, agency theory focuses on divergent interests and goals of the organization’s
stakeholders and the way that employee remuneration can be used to align these interests
and goals. Employers and employees are the two stakeholders of the business unit – they
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are two important stakeholders, the former assuming the role of principal, that is,
employer – as we said manufacturer; and, the latter employing the role of agent. The
Remuneration payable to the employees is agency cost. So, it is a analogous thing, which
we say. Here the employee is considered agent. Why? What is the analogy? Because he
is doing that work; if he did not produce those air conditioners, you could not sell it and

get the money as an employer. Just like in our example, he was doing the sale in your
employee, may be doing the manufacture. And, there you gave a commission; here what

are you giving? You are giving a salary or a wage.
And, just like the amount of commission that you gave in the first case, where you gave

to the dealer, that will depend on what? Number of factors – how competitive the market
is; how much dominance you have; you may give only 5 percent. If you know that his
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volume of sale is going to be very high, because the competitor is not getting the sell.
But, if he has to fight and his volume of sales is lower, you may like to give him 10
percent as an incentive. Similarly, between an employee and an employer, when you
look at an agent, a principal agent relationship, the employee will demand more when he
knows that he is more indispensible; is it not? Employer on the other hand – if he knows
he has got options, he can substitute your effort; he will pay you less. So, that is the
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theory. Clear or not?
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(Refer Slide Time: 42:41)

It is natural that the employees expect high agency cost; whereas, the employers seek to
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minimize it – that analogy. The Agency Theory says that the principal must choose a
contracting scheme that helps align the interests of the agents with the principal’s own
interests. For instance, going to the dealer and the manufacturer, if the dealer ask for too
higher discount, which is given by the manufacturer, is going to reduce the
manufacturer’s profit to such an extent that the manufacture is demotivated. Will the
manufacturer sign the contract? No, because it is not aligning with the manufacturer’s
interest. The interest of the dealer is becoming predominant to the detriment of the
interest of the principal. And, the reverse is also true.
If the employer wants to squeeze, the dealer, the manufacturer wants to squeeze the
dealer and give him hardly anything for the effort. Is the dealer going to sign? No, he
will not. So, the same thing is between the employer and the employee. You must have a

Vtusolution.in

Vtusolution.in

scheme – contracting scheme that helps align both the interests; align and not diverge.
These contracts can be classified either behavior oriented; example, merit, pay, etcetera.
That means you work harder, is behavior oriented or outcome oriented; that is, stock
option schemes. Here it is not oriented towards you. Company says look, if the company
does well, if the profits are more, net profit of the company is more than 20 percent, then
we will give stock option; that means you can buy our share; we will give you the share
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of the company at a lower price than the market price or at the face value of the share.
That means, they are doing you a favor in that sense. But, it is dependent on what? Not

on your effort; outcome for the company. So, these are the two ways: profit sharing and

commissions. Company says we will share profit, but you have to have profit first. If
there is no profit; you do not share. So, that is on the outcome. Any questions?
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Here is another conceptual representation – consequences of pay dissatisfaction.

Consequences are bad; is not it? Bad for whom? Bad for both; bad for employees and
bad for employer. Therefore, the importance of having a wage and salary scheme and
administering in such a way that there is a good balance between what competitors are
paying, what the employees expect and what the employer capacity to pay. You have to
have a balance between all three. So, here it says desire for more pay; performance – it
affects performance; if the desire is fulfilled or not; strikes – it may go to strikes if there
is a collective action by union. Grievances of individual employees may come, which
affects work such for higher paying job; people leave; they are not happy. Absenteeism –
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searching means you go and appear for interview; you are absent. So, leads to
absenteeism. Turn over – that means when they get a job, they leave – employee
turnover.
Pay dissatisfaction – this is desire for more; that is a negative dissatisfaction. You may
be ambitious; you want more. You are not dissatisfied per se, but indirectly, you are
dissatisfied. Why? Because you feel you are worth more. This says you are dissatisfied.
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So, dissatisfied means lower attractiveness of your current job. Therefore, turnover; you
may leave. Job dissatisfaction, because you do not like; attractiveness – the job is not

attractive. Again, absenteeism – you get bored; you do not feel like going and doing that
work. So, you see how many days casual leave; I have got 10 days; take all 10 days. If

you are interested in your work; may not be; you may not take all those 10 days; you
want to go and finish the job.

Psychological withdrawal – what we call tuning off. Like I am talking now; if you are
getting bored, you will tune off – means what? you are there physically, but if I ask you

ut

something, you would not be able to say what I spoke, because you have tuned off. It

happens with employees also in the work place. And, very frequently, it happens with
students in the class room particularly afternoon after lunch sessions, late evening
sessions. Then, visits to the doctor – see big companies have dispensaries; there may be
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5000 employees; doctor is there. Get bored; seeks permission from foremen and just time
pass as we call it. Just goes to doctor; nothing is wrong; he malingering; doctor – [FT] I
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have a headache; doctor cannot. So, he prescribes some pill. In the process, he passes
half an hour or 45 minutes time. He wonders around, meets people, chit chats with them.

So, all these things happen. Poor mental health – sometime people get depressed; [FT] I
cannot even get another job – he get depressed; it affects his work.
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Then, factors influencing employee remuneration – external factors is labour market –
demand for and supply of labour influences wage and salary fixation obviously. If you
have supply, which is more than the demand, you can get away by paying lower wages

ut

as an employer and vice-versa. Going rate of pay is another labour related factor
influencing employee. What does going rate mean? Means other doing the same work in
the same industry. If they are paying some amount, can you pay less? You will not get

ol

people; so, that is called going rate.
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What is the industry or the trade rate? Going rates are those which are paid by different
units of an industry in a locality and by comparable units of the same industry located
elsewhere. We call it region cum industry principle or principle of for this job in this
location, region, what is being paid. And also, for this job, not only this region; but, other
regions of the country let us say, how much is being paid. So, that influences. We call it
the region cum industry principle or the location cum industry principle. This is the main
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method of fixing salary; particularly, set up a new factory. Say you are a Bombay-based
company; you are setting a factory in Aurangabad. You have to do a wage survey and the

salary survey; that means, in Aurangabad area, in your industry, say in electrical goods
manufacturing industry, how much is being paid. So, accordingly, you have to fix your
wage and salary.
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We have to cover few points; we will go a little faster.

Productivity also influences wage fixation. Productivity can rise due to increased efforts

of the workers or due to other factors, such as, improved technology, sophisticated
machines, better materials, better management. Greater effort of the worker is rewarded
through piece-rate; that is, the more volume you produce; after a certain number, you get
per piece extra money or other forms of incentive payment.
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There may be group also. If the group of workers every month produces so much percent

more than what is agreed to, they get amount, which is shared. Cost of living – this
criterion matters during periods of rising prices and is forgotten when prices are stable or

ut

falling. The rationale is that a component of the wage and is introduced to partially offset
rising consumer prices and is based on CPI, consumer price index. So, in every wage or
salary, you normally have a component called dearness allowance. Dearness allowance is
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based on the consumer price. If it is higher, you get little higher; if it is lower, you get
lower. And, the principle is to some extent, it gives you relief from the rising prices. If
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the prices are fallen, the (( )) is adjusted down.
Labour Unions – presence or absence of labour organization often determines quantum
of pay. Sometime, employer will exploit the situation if there no labour union. They may
try to give lower wages than the industry cum region. So, that is one factor – whether
you unionized or not, which will affect.
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Labour Laws – Sometime laws will specify like Minimum Wages Act. So, there are

many – Payment of Wages; Minimum Wages; Payment of Bonus; Equal Remuneration
Act; Payment of Gratuity. And, all these regulate. When you make your design for wage

ut

and salary, you have to take this into cognitions and accounts. In addition to legal
enactments, there are wage boards, tribunals fair wage committees, which aim at
providing a decent standard of living for workers. And, for managerial remuneration,

done.
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there is the Companies Act. This has been amended also now; lot of changes have been
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Society also is involved in what you do as a wage and salary scheme. Remuneration paid
to employees is reflected in the prices reflect fixed by an organization for its goods and
services. For this reason, consuming public is interested. Say you pay huge amount to
airline pilots and the cost of air travel is too high; consumers will reject this. So, they
also have interest in what you do as a company to fix prices particularly if you are in a
monopoly or duopoly. Economy – its impact on wages is state of the economy. And also,
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obviously, economy is bad. It encourages suppliers or encourages employers to give
lower wages, because what happens, jobs are fewer; people want jobs; you have more
supply than demand.
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Then, internal factors – those who are outside like Business Strategy – overall strategy of
a company determines the remuneration to its employees. For example, rapid growth

necessitates higher remuneration; you want more people like software. If they get jobs –
the company, they desperately want software engineers; they are willing to pay higher
and so on. And, the reverse is also true.
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Job Evaluation – in your own company, you have to evaluate which is more important

job for you and what is less important. Accordingly, you have to fix the scales. So, that is

an internal factor. Performance appraisal helps to pay increases to employees – when you

ut

have annual increases to be paid, you have the performance management system, which
will tell you who has performed better; who has more potential; and, accordingly, you
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pay.
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Employee – several factors influence wage – salary like performance; experience;
growth potential – that is, how much potential the employee has. These are the internal
factors, which led to your employee, which affect design of your wage and salary
administration.

ut
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And, designing of remuneration plan – a good remuneration plan must be

ol

understandable, workable and acceptable to the employees. The remuneration plan must
have two components – the base rate, which is usually called the basic pay; and, the
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scope for increasing the basic pay – that means, a scale.
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You may have a scale; let us say this scale is 22000 to 25000. You must say that they are

increment steps; that means, every year you can get 300 rupees increment for 1, 2, 3, 4;
that means, at this level of 24200 – up to this, if you get one increment of 300 or if you
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get two increments in one year, here we say sometime there is EB. What is EB?

Efficiency bar – at this stage, you may have to appear for an interview to a committee to
see how good you are; otherwise, you are stuck here; you cannot go further. If you cross
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this bar, you may say 500 – your increment rate per year and so on. So, if you come here
500, for 24200, if you get one increment, you get 26200. And then, you come to the stop
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here 26200.

Then, you have another scale, where you can get a promotion. And, this starts from let us
say 24000 and it goes to 30000 (Refer Slide Time: 56:33). So, if you get a promotion and

you are at this step, let us say, this is where you get the promotion; that means, you are at
25200. You have to be fitted in here. Say this scale has got starting of 400; and then, you
have efficiency bar, after which it is 600. Accordingly, you have to be fitted here. So,
this is the way you design when it actually come (( )) When you are appointed,
appointment letter will say we are pleased to offer you – in the pay scale, so much to so
much with this increment and you are fixed at this point in the scale at Rs. so and so.
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Following steps should be employed – Job Description – this helps; Job Evaluation – we
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ut

have covered all these.

Job Hierarchy means which job in your company is more important to the company; and
accordingly, priority wise, you have to make your design depending on the priority also.
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Then, through questionnaire and visits to surrounding companies, this is the survey you

do. As we have said earlier, after you survey the industry cum region, that is when you

worth.
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design. Pricing jobs – job will have evaluation; worth is matched with the labour market

Establishing the appropriate pay level for each job; grouping the different pay levels into
pay grades. Pay levels must be determined from the wage survey data, which you do and
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the pay grades may be determined by comparing jobs of equal/more/less difficulty of
importance.
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And, once you fix the pay, you have to review it. So, you have different types of pay
reviews. Usually, in a company, it is done. If you sign a union agreement, in government,

you have pay commission, which are set up and so on. And, the reason is that once you
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design a pay, you have not set it in concrete; is not it? You have to update it and review it
according to the change in the market. Change in your company strategy; the product
that you enter into in future. So, you have to do the updating by reviewing it. So, we
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come to the conclusion of this topic.
Thank you very much.
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Career Planning Part-1

Good morning, morning So, today our topic is career planning. Interesting topic is it
not? Because during our work lives may be 30 years, 35 years, 40 years. May be we all

aspire when we start our career to progress in our career, and today’s topic will tell you

that to progress in your career, alright you cannot just leave it to fate and destiny. There
has to be some amount of planning which has to get into the process to see that your

career at the end of it. You consider as having been fulfilled. So, to that extent to the
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individual that is each one of us, you and me. Career planning is indeed a very important
topic for the human resource management, and therein we have a responsibility as
managers within companies to not only manage our own careers, but also to try and plan
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the careers of people within the organization in general, and in particular people within
our own departments people who report to us directly.
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So, we start with the question, it is a provocative question, and that is WHOSE
RESPONSIBILITY is career planning? Alright, is it really the responsibility of the
organization? Yes. What do you think? WHOSE RESPONSIBILTY is it to plan your
career? Is it organization’s responsibility or yours? Well in the past, many companies
assumed this responsibility. Assume the responsibility for developing and planning
career paths and growth opportunities for their employees. The company determined to
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what position and at what speed people within their organization would advance. So, you
see it was very much accepted by the employer and the organizations that career
planning for their own employees would be part and parcel of their own responsibility.

However this approach cannot work nowadays. This worked reasonably well in the
corporate climate that we had at that time. Now what do we mean by corporate climate?

Well, yes, environment alright. So, the corporate environment which prevail then and

what was that environment? We have heard of lifetime employment. Have you heard of
that? Many organizations including many good companies, there the organization more

or less guaranteed that once you join the organization and perform reasonably well, you

ut

would be in a position to stay there, grow there, and retire at the end of your career in the
same organization. That was a kind of climate and why was this climate there? Yes
because the rate and pace of growth in industry and business, the type of organizations

stable.
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and the type of business environment that we saw was what, was relatively relatively
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So, organization climate, when, let us say, yester years was relatively stable and
relatively certain. What do I mean by that, relatively certain? That means predictable,
predictable. You see organizations and managers within organizations code with a
reasonable level of certainty plan. Plan, make strategic plans, make annual plans, budget
for their business budget for their cost, and all within reasonably predictable. Alright,
situational scenario for what has happened today, so this is yester year and what has
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happened today, yes, yes, yeah.
Today, we have entered an area of, all right, shall we say business and we have entered a

time in the business continuum, where everywhere we see uncertainty, and why do we
see the uncertainty, because change hasn’t there been a change, enormous change, and

much of it technological driven. Is it not? The IT industry is fast changing. In fact it has
changed already considerably the nature of business, the opportunities which are there,
the types of businesses that are with us now, and the type of businesses that will come in

in the future bringing with them opportunities as well as the threats. These are unknown,

vt
us

ol

(Refer Slide Time: 07:32)

ut

we have entered into a dark unchartered sea, no maps.

So therefore, predictability is now not there, and therefore what is happening? Corporate
disruptions of the last decade, disruptions plans are not working out. People are
continued to do business in the same way, or trying to do that in the absence of better,
making the same types of plans but the paradigm has changed, so the plans do not work.
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There are disruptions and this approach of employee career development is therefore
now rendered largely workable or largely non workable, non workable, any questions?
Ok, so remember the key words. Yesterday if I say, sir you had got relative stability,
relative certainty in the business scenario, and therefore you could reasonably plan into
what would happen in at least, let us say the 5 years, today that is gone. So, the very
underpinnings of your planning process has been swept away, therefore as in many other
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areas of business even in the area of planning the careers of your employees,
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you have to try certain new approaches. So, acquisitions, divestitures, rapid growth and
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downsizing have left many companies unable to deliver on the implicit career promises
made to employees.

Now what are these implicit promises? When we take employees, even when we took
them you know in the yester years, did we make a promise that we will plan your career.

? No, we did not. So that explicit promise it will not part of the employment contract, but
at the same time did not an employee joining a good company, highly reputed company,

as we call it, did they not have expectations and the expectations were implicit. It was

unstated may be, but it was very much there it was a powerful force and that expectation
was now that I’ve got entry into a good company, if I work hard, I do not have to worry
about changing this job, and I do not have to worry about my career growth. Everything
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is secure, now I can concentrate my efforts on my work and not worry about my own
career planning.
Ok, that is implicit, and that implicit, alright, promise was there. Whether we stated it
explicitly or not, and so what has happened you as managers, and we as managers sitting
in organizations of today and those which would be there in the future. We are
embarrassed. Are we not in a sense, what is it downsizing we talked about. Downsizing.
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It is a euphemism. It is a nice word to say that you are asking people to go away, people

who had joined you with the implicit expectation of spending their lifetime working,
lifetime within your company. You are asking them to go away. That is downsizing. It is
embarrassing in fact, it is downright painful. So, painful position of having to renege
career mobility opportunities.

Renege means, what renege is to go back on your word that implicit promise. We as

managers to the employee, the company is who, what is a face of the company. The

manager, the management of the company, the people who form the management, and

ut

they are in the painful position of reneging on career mobility opportunities, that means

where the career would have lead the employees. But, today we cannot really guarantee
that our employees had come to expect it.

ol

In some cases employees who expect career growth cannot even be guaranteed. The very
jobs that is what downsizing and rightsizing is all about cannot guarantee the job. I mean
where’s the question of trying to make career plans for that stay in the company, that
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implicitly implies that they are there for a long innings and you cannot guarantee that.

Vtusolution.in

Vtusolution.in

io
n.
in

(Refer Slide Time: 12:27)

So, if that approach is not going to work, we as HR managers, what are the approaches

can we explore, and THE NEW APPROACH TO CAREER PLANNING, alright may
have to do with that. Although the primary and final responsibility of career development

ut

rests with each employee of the company, alright, we have to somehow tune their minds,
and their expectations to this principle. Because in the past, there was kind of a

dependency. There was a kind of expectation that the career planning, the career paths

ol

would be looked after by the employer.

So, although the primary and final responsibility of career development rest with each
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employee the company has complimentary responsibilities. So, two things we have to do.
A. Let it be known. In whatever, we feel is a best way in our organizations to each

employee that look here. You are in our company, this is a good company, but remember
the primary responsibility of your growth and development and fulfillment of your career
aspirations depends on you primarily. But, we do have a complementary role alright and

we will fulfill that, but the lead the initiative has to be taken by you this approach is a
new approach, and this has to be taken the company is responsible for what then, for
communicating to the employees, where it wants to go and how it plans to get which
means what it means the corporate strategy.
So, the employee must understand that the responsibility primarily for his or her career
growth is his or hers, but at the same time, the company says that we will help you by
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telling you about the company. Because we as management, we know what are the
company’s plans, how the company is performing, to what extent the market is changing,
and our plans would succeed or not succeed. All such matters, we will tell you, because
they will have a great bearing on what you plan for your own career, right, so that is the
new approach to career plan.

ut
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ol

One important contribution a company can make to each employees career development
is to provide him or her with honest performance feedback, so we said a little while ago,
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that responsibility for the new approach.
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New Approach: So, Employers responsibility. Employers responsibility we said, first

strategic plans, business plans, business performance. So, this is focusing on the

focus.

ut

company, and second is feedback of the employees performance. So, this is employee

So, honest performance feedback about current job performance, and having received

ol

that from the employer, the employees in turn are responsible for knowing what their
skills and capabilities are, and what assistance they would need from their employers to
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improve that to develop on that.
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So that they can perform better and come up to the expectations and grow, and thereafter

the employee therefore are responsible to ask for that assistance and prepare themselves

ut

to assume new responsibility.

So, the new approach to career management by companies can be summed up as
assigned employees, the responsibility explained to them of managing their own careers,

ol

and then provide the support they need to do it. Any questions at this stage? So, I can see
that many of you are thinking that one more responsibility is added to us, to manage our
own careers. Even if you join a very good company at the start of our careers you’re very
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happy if on a campus interview, we just get our MBA degree and we get a very good job
, but our worry for our career does not end there, may be it starts there, ok.
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So as HR managers you have to give support to the employee, feedback and assistance
for them to improve, and plan their careers. So, SUPPORT MECHANISMS FOR

CAREER PLANNING. The word career remember can be viewed from a number of

ut

different perspectives. A career is a sequence of positions occupied by a person during

the course of a work lifetime, fine. Now the perspective which is being talked about here

ol

, if there is a OBJECTIVE career, this is the objective career.
From another perspective a career consist of a sense of where one is going in one’s work
life. This is called the subjective career. So there are two, objective career and subjective
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career. These are two perspectives and this is held together by the self concept of
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what comprises of perceived talents and abilities. Your own self conception, basic

values, what are each individual, basic values, career motives and career needs. You see,
this is where the second perspective is very important, for you and her the values may be

ut

different. The self concept of what makes you happy in a career may be different. So,

motives may be different and your basic values will dictate what would be your motives,
and what would be your, shall we say coefficient of satisfaction, or the satisfaction index.

ol

When at the end of the career, you take stock and say when and had this 30 years, 35
years career, was I successful? Each one of you will measure that success in different
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terms with different yardsticks, so, this is what is known as the subjective perspective.
So, both these perspectives OBJECTIVE and SUBJECTIVE focus on the individual. So,
you come back to the individual being responsible for career planning, and the
framework in which we plan is the yardstick that we set up. The reference point, the
check point - that we set up alright for ourselves, and they are different from those of
other people. So, both these perspective objective and subjective focus on the individual.

Both assume that people have some degree of control over their destinies. Think about
that. This is an implicit assumption that each one has some degree of control over their

destinies, and can manage opportunities in order to maximize success and satisfaction
which they derived from their careers.
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And as you know, you studied this in human behavior class that there are different types
of personalities. Some people have what we called internal locus of control. Remember
and what is that what typifies that for a personality that they are in control of their own
lives, and their destiny and the other way around some people and have an external locus
of control, and to them they have very little control over their lives, and hence their
careers. So these come back to the individual subjective focus on the individual any
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questions.

ol

ut
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There’s another assumption the assumption is that HR activities should recognize stages .
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The career has 7 STAGES and the HR activities should not only recognize, but assist the
development tasks they face at every stage. They means the employees face at every

stage in the career.

Career planning is important because consequence of career success or failure are linked

closely to each individual’s self concept which we just discussed about that is perceived
talents and abilities, basic values career motives and needs, alright and identify and
satisfaction with career life. So, career planning is important because of the consequence
of career success or failure are linked closely to each individual’s, alright, self concept
identity and satisfaction with career life. Any questions?
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Ok. So, having said that let us see, do we sit back and wait for some of our careers to be

planned as it comes we played by the year. No, we say PROACTIVE CAREER
PLANNING. So, our career cannot be left to chance, instead in the evolving world of

ORGANIZATION.

ut

work, it should be shaped and managed more by the INDIVIDUAL, than by the

ol

So, imagine an analogy. You have a potter sitting at his wheel and there’s a clay which is
the career and the potter’s wheel is turning and the potter with his skilled hands is
shaping, alright, and molding, and managing, alright, to make that object or the article
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which is there on the wheel. Can you visualize that? A potter’s wheel making a bowl, or
a , alright. So, it is the potter which is you, you have to be proactive and manage to shape
the career. Traditionally, careers tended to evolve through one or two firms and to

progress in linear stages, as one moved upward through the hierarchy of positions in an
organization

(Refer Slide Time: 25:49)
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Now, what is this saying, that traditional approach, alright, to planning was Traditional

approach was one or two firms. Say you spend in firm A the first 10 years, then you go
to firm B, because you get a opportunity, better pay, better position, and may be you

spend 30 years or 25 years right and at the end of 35 or 40 years, you retire, and what

ut

else, so number of jobs few and the growth is linear.

Linear and distinct from Non-Linear. May be a non-linear growth is something which
will like this, or may be a growth. So this is time, and this is, let us say promotions and
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pay. This is what you are saying as growth which means responsibility because these two
are tied up to responsibility. So, maybe you could see a career like this, these are non-
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linear. All these are non-linear.

So, what is the concept that they are trying to say here. They are bringing out the same

concept that traditional careers have come to an end. You cannot think of them any more.

Why? Because this one or two firms concept has gone. Why has it gone? Down -sizing.

Right sizing, mergers, acquisitions, the company that you joined today may not exist
there tomorrow. So, where is the question of your not changing jobs?
So, there are a host of reasons arising out of the unstable environment that makes this,

alright, an anachronism, one or two terms, forget about it. May be in a career of 35 years,
there may be 7 or 8 or 10 firms that you have to join nimbly, go from one firm to the
other and progress is not linear, therefore it may so happen and you have to be prepared
for it, that you have come up to this point, and then suddenly, alright, there is a
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downsizing, and you’re part of that, and then what happens thereafter, this is where you
may get the next job, so be prepared for dips.
Again, there is an opportunity which comes from here, because you have got this as a
parking job. Get an opportunity, and you go there, that means had you been in this same
path, you would have been here. So, you have made this gain. So, there are down size
There are the ups, and there are the downs. Here you went down in your career objective,

you gained from Traditional.
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if you follow this traditional path you would have been here, instead you are here, here

You see you came up here. So, there are ups, and there are downs, and when you when
you think about it, now you see is very very apparent, that it takes a lot of planning for

your proactive planning, to be first prepared for this ups and downs, and then to equip
yourselves with skills, alright, knowledge, ok. But first your attitude, you have to change

that attitude, and accept that these conditions have changed, otherwise you will be be

mourning your fate and getting depressed. So, acceptance that things have changed is a
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ut

first requirement.

So, hierarchical position in an organization, but, today as we have just explained given
the disruptions caused by the downsizing, restructuring, technological advancements,
and global competition, careers span MULTIPLE ORGANIZATIONS. So first tenet
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number one that we have to accept is don’t expect your career to be only in one or two
organization. Accept the fact it’ll be multi organizations. What does that mean for you?
Every organization that you join, new organization, yes, brings with its own challenges
for you. You go into another environment. Don’t you? You go into another culture in the
new organization. You face new challenges. Do you not? Because in your old
organization you had established your credentials, so to say and your credibility as a
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good performer, a fine manager, but when you join another organization, isn’t that an
uncertainty, because there’s a fresh challenge. With the new set of people, new bosses
and then the new job within the new culture, once again, you have to establish your
credentials. Is it not?

So, there is a tension for you and when you go for multiple organizations which will

happen during your careers, you have this tension compounded, and how you deal with

this tension, alright, gives you success or failure in your careers. If you deal with it in
such a manner that it becomes a constructive tension, whereby you perform better, then

would have.
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you can convert a so called threat into an opportunity, and progress better unity than you

If you continued in the traditional career path with one company or two companies, all
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right, where after sometime you have the complacency syndrome setting in, you have a
steady career progress. May be you have a halo effect. You are a good performer. No one

vt
us

challenges that now all that has got.

Ok, so multiple organizations are Non-Linear as we have discussed, any questions at this
stage? So it says, here they are BOUNDARY LESS, and tend to be characterized by
features such as the following. What are we talking about here? Organization business

environment of today, and into the future, boundary less, portable knowledge, and skills
and abilities, across multiple firms.
What is this portable knowledge? Portable, well portable is something you can easily
carry away. Is it not? Pack it up, carry it away like your briefcase. And portable

knowledge skills and ability that means you have to have today multiple skills. Alright,
which are not connected and rooted to one organization that means there is special
machinery which only this organization has others, do not have it. You are an expert in
this special machine operation.
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That’s not good enough. You have to have an expertise in machine operations. So that
you can carry away in your briefcase that knowledge if you leave this organization. That
if this is a special machine and these are the principle operations. These principles are
my portable knowledge. I take these away go to another company, where they have
another special purpose machine, use this same principles and work that machine well.
So, this is just an analogy conceptual. That is the kind of knowledge which you have to

you can call a portable skill, name one.
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develop today. That is the kind of skill you have to develop. Let us name one skill which

Yes, that is right, computer knowledge. Computer knowledge working with a computer
environment, working on a computer platform, knowledge of that. Isn’t it portable?

Because all firms, all companies, that you go into you’ll have computers and if you have

the basic knowledge of computer operations, computer software, computer database,
you’ll be able to use that knowledge across multiple, so that is the kind of BOUNDARY
LESS.

ut

You go seamlessly from company to company without the travails and tribulations of
trying to learn the job again and again and again. So, personal identification with
meaningful work. So, you have to then identify for yourself certain areas may be niche of
work which you think you are an expert, and which you can carry away from
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organization to organization.

Remember when we join organizations, alright, usually say at first level, we join as
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trainees. What does that means? That means we have a general education. We have a
professional degree. Let us say, but we are taken as trainees. Why? Because to induct
and train you into the special knowledge, the special skills which that organization has,
and if you learn that, and you are complacent, and you forget other portable knowledge
and skills, then you are going to pay a heavy price in your career. Because, now you not

only have to have those knowledge and skills for which that organization which you
have joined trains you, but you also have to develop other skills which are portable ok.
And personal identification with work that is, what are those knowledge and skills which
you as a person would like to develop and take away with you in your briefcase portable.
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Next, on the job action learning. On the job action learning. So, the thought here is as

you are working, do not routinize your work. Every time you’re working, ask questions.

We have done this work or I have done it in this manner. This year is there any better

ut

way to do it, so on the job action learning is to do with innovation being brought into the
job.

ol

Today it is important issue. Innovation is not the responsibility with someone else, in
some department of the company to manage your own career, innovative thinking,
innovative processes which are hidden and locked within your own mind. You have to
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release this processes on your job and the formula is try and do your job differently. So
that it yields better results, each year that you’re doing the same job if you are in the
same job.

Development and multiple networks of associates and peer learning relationships: What

does that mean? Yeah, networking. May be if you are a software engineer , you have to
network within your special expertise area. That is other software engineers, peer

learning relationships, other software engineers are working in different companies, so
you network with people doing similar jobs. What are the computer platform they are
working with?
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Your other colleagues who are also fewer engineers, what are the type of applications
they are dealing with? What are the kind of problems they are facing? So development of
multiple network of associates and peer learning relationships.
And then responsibility for managing one’s own career, we come back to it again. You
have to internalize that concept that I am now responsible for managing my own career.
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Any questions?

ol
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Ok, So, WHAT IS CAREER SUCCESS? We say that a little while ago that each
individual has to more or less define what he or she thinks, all right, is considered by he
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or she as a career success.

Because there isn’t just one prototype which fits everyone’s idea of a career success.
Now you see here the old concept of organization man of the 1950s or 60s, had a clear
definition of success and a stable model for achieving it, we’ve discussed this before.
Today’s turbulent business world has forced employees to explore alternative models of
career success, clear. Question such as is career success occupational? is it job

satisfaction, is it growth and development of skills, yeah these are a kind of questions
which we have to ask , what is it, what is that framework which you will define as
success.
(Refer Slide Time: 41:00)
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Is it successful movement through various life stages? Yeah, what is it? So, traditionally
career development and success were defined in terms of occupational advancement.

You join as a assistant engineer let us say, and then you are promoted after 2 or 3 years
into engineer, and then after 3 or 4 years into engineering executive, and then into a

ut

manager and so on. So, it is occupational which is clear, and easy to measure.

Today, however it seems appropriate to consider a new model as more careers tend to be
CYCLICAL in nature. Now here is a new concept being introduced. Careers are not non

ol

linear or not linear. They are non linear we have said that before. There can be breaks in
the career. There can be gains and there can be losses, ups and downs, but here is another
concept that it is cyclical in nature. This is another new model, that is they involve
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periodic cycles of skill, apprenticeship, mastery and re skilling. What does that mean? It
means you’re learning process does not end. You are talking here of periodic cycles. So,
this is time and this is career path alright.
(Refer Slide Time: 43:44)
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So, let us say you start here, and then you have a side rode at this point. Your career
changes (( no audio 43:23 to 43:53)). What are we trying to portray here? You have a

career here, alright, and you come up to 20 years, you start at age 22, and at age 42, you
find that you’re more or less got skills and knowledge etc. in an area where the business

ut

has disappeared.

Let us say, you started, alright, as a drilling engineer, alright, of oil field etcetera, and let
us take a hypothetical example. You find that energy which is alright solar energy has
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taken over in the next 20 years of your career. No one uses oil anymore because it
pollutes the environment and you cannot renew it. You’ll deplete that source of energy.
Solar energy technology has advanced is cheaper, is cleaner and then what happens you
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as a drilling oil field engineer. What happens to your career, alright, at half cycle, your
career is finished.

So, what have you to do then? You still got fifteen years of your career left or 20 years.
May be you have to learn new skills, new knowledge. Can you do it immediately? No
May be the way you are drilling, all right, in your last industry, may be certain portable
skills that you had acquired could be applied into another industry, and then you begin
another cycle. So, what are we saying here? Periodic cycles of skill, apprenticeship,
mastery, and re skilling.
You have acquired some skills, but again when you join the new, you have, you are not a
master. You have to learn again and then after certain time, you have another situation.

Vtusolution.in

Vtusolution.in

Let us say after another 10 years, now you have 30 years, and now you retire. Does it
mean your career has stopped, because you are only 52 years old. Now, may be the
portable skills you have acquired, now both in this industry where you operate as well as
that next industry 20 years, here 10 years. You have picked up skills, and knowledge
alright, which are portable and which can be, let us say imparted into new people who
are coming up you know in educational institutions students. So, then you can start
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another career here as an instructor. So, this career is instructor and may be you go 10
years here, till your 62, and then you decide that you’ll manage your own business
portfolio, and you are not going to work for anyone else you’re going to be self
employed.

Now the concept here is instead of having a career which is in one skill, this is a career

you’ve to build on portable skills. Instead of having a career which is linear or which is
non linear, we have cyclical nature of career. That means you can migrate from one

career to another career. You can migrate from university, let us say into industry from
industry back to university which was not there in the past. Why? Because there was no

ut

earthly reason for you to do it. Now that you’ve powerful reasons and the career pattern
which is being predicted now will be one for knowledge workers, basically cerebral
driven work.

ol

The second will be for people who have portable knowledge and skills with they can
carry easily, seamlessly, across organizational boundaries, all right, in a certain domain
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they have that knowledge organizational boundaries, so that, they can think of having
cyclical careers instead of one linear career. Is that concept acceptable to you or one
wants, someone wants to debate that. Look at my own case. I had a long career in two
companies just two companies, but at the end of it, I went into the academic line where

again there is a kind of apprenticeship, there’re new skills, which we’ve to learn alright

and whatever we’ve experienced and carried away, alright, portable knowledge from the
previous career in industry, it can be applied in the same domain.
So, if you are in business and business teaching, so to an extent then it is a cyclical

career, and then may be from this, another cyclical career would be in consulting, where
the same knowledge which you carry, portable knowledge, across industries, boundary
less to academia from academia again across multiple industries does not consultant.
Instead of one or two industries where you gain this knowledge. So, is that example
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clear? This is the kind of cyclical careers that you have to plan. You have to acquire
those portable knowledge and skills, alright, and in the process which ever employer that
you are working with will help you to do that alright.
Carrying away portable knowledge and skills, all right, seamlessly across organizational
boundaries that means boundary less, laterally, rather than upward movement. When I

is not going up, more or less lateral.
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ut
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showed you the cycle, you see more or less, more or less it is, lateral it is, not going up, it

often constitutes career development, lateral and cross national experience is essential to
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multi skilling and continued employability. Now why cross national? Because the world

has become a global village right globalization.
Late careers increasingly are defined in terms of phased retirement, as I gave you the
example that in in incase from teacher you can become consultant right from consultant
you can go and become developers of children. You know that means you no longer
teach in a high level institution, you can carry that knowledge which you have gain into
simple language alright and teach in schools, so phased retirement.

In this new world model the ultimate goal is PSYCHOLOGICAL SUCCESS. Very
important. Please internalize this concept that is the feeling of pride and personal
accomplishment that comes from achieving one’s most important goals in life, be it
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family happiness, inner peace, or something else, ok, right. So, we will take a break and
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continue this topic, alright, after a little while, thank you.
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Career Planning Part - II

Good morning. So, today we will continue on the second part of the important topic, I
said, career planning. It is important to you, it is important to me, it is important to each
one of us. A short recap before we continue. In the last lecture, we said that the old

traditional concept of joining a good company and the employer taking the brunt of
planning your career is no longer there. Why? Because the whole character of industry
has changed. Character of businesses has changed. There is uncertainty in the

environment, things change very fast. And things have changed dramatically after the

ut

information technology revolution. And therefore, companies have become so

competitive that the traditional concept of kind of lifetime employment in either one or
two companies is now missing. Companies because of competition have become more
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unstable in the sense, they have to right size, down size restructure, and in the process,
lot of employees they lose their jobs.

So therefore, this concept having changed, the traditional concept of career planning for
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employees is no longer valid and the new model is necessary. And therefore, we
discussed in the last lecture that new model is focusing more on having the
responsibility, at least the prime responsibility of managing and planning the career on
the individual or the employee himself.
And the role of the organization then in this new model becomes subsidiary.
Organization’s role is a supportive role. But the main role and responsibility is the
employee’s role. So, this is the recap of what we have done so far on this topic in the last
lecture.
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Now, continuing on this theme ‘CAREER MANAGEMENT BY INDIVIDUALS
FOCUSING ON THEMSELVES’. It is important to emphasize the increasingly

temporary relationship between individuals and organizations. You have to internalize
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this. Today when you enter a good company at the start of your career, do not think in
terms of more than 3 to 5 years of stay and sojourn in that company, otherwise you could
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be in for trauma.

Once you think that you are there for a 3 year contract let us say, although it is not a
contract, or a 5 year contract, then you have to move on. What happens to you?
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Immediately your thought processes start working. Immediately you try and acquire
knowledge and skills, which you can carry away and that is one what is important in the
knowledge-driven era that we have already entered. So, understand that it is temporary.
A job is just an opportunity to learn new skills that you can take and then sell elsewhere
in the market place. Does it sound very cynical? No, I do not think is cynical. It is not a
lifetime contract, it is a short-term contract. Look at it that way, 3 years 5 years. Within
the contract, you contract with the employer to give him the benefit of your labor, your

knowledge, whatever type of work you are doing and he in return gives you pay,

perquisites and good hygiene conditions, congenial place, opportunity to learn,
opportunity to develop. So, you have to take the maximum use of those opportunities
which are there. You have to take that opportunity to learn new skills. What is the take
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away after 5 years, you have to concentrate on that. Then sell it. Sell means you are not
actually selling, that is why it is in inverted comma. You are actually saying, when you
go to the next employer at the end of 3 or 5 years that this is what I can offer you, this is
what you have learnt in the last company. Sell it elsewhere in the market place.
So, I do not think it is a cynical view but, I think it is a pragmatic and a personal view
and a practical view. Why? Because there is a paradigm shift so far as job market and
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careers are concerned. In your career, it is not the same. The rules of the game have
changed than at the time when we had our careers.

ol
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The fact is that the responsibility for career development ultimately belongs to each
individual. Please understand this fact. No point mourning and complaining that the
environment or someone else or your boss did not allow you to do a successful career.
You are the master of your fate and the captain of your soul so far as your career
planning and success is concerned.
However having said that, few individuals are technically prepared and wiling, that is a
prime consideration. Having understood and internalized this concept of this thought of
temporary contract, you must be willing to spend time and effort to learn those new skills
where you are getting the opportunity to acquire and to carry it away in your briefcase,
portable skills.
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Prepared to handle these assignment because very few college programmes specifically
address the problems of managing one’s own career. There is no course that we know of
which talks of career planning or career management. However, as long as it remains
difficult for organizations to match the career expectations of their employees, one
option for employees is to change organizations. Change, you often talked of change. We
had a topic on change management. Well here is change for you in a most important area
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and that is your own lives and your own career. Have to change organizations, consider
that as an option.

ol

ut
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So, ‘CHANGING ORGANIZATIONS SELECTING A FIELD OF EMPLOYMENT
AND EMPLOYER’. First step is to think in terms of where you ultimately want to be.

Because only then you can chart a course, set a direction to reach that ultimate goal.

Recognize of course, that your career goal will change over time. Once you fix a goal at
the start of your career, that goal is not going to remain the same after 10 years, 20 years.

Why? Because again the environment is fluid, it is changing, it is turbulent, it is
uncertain.

View every potential employer and position in terms of your long range career goal. Not
that you are getting a thousand rupees more and so you leave this job and go on to the
next job. That is a very short terms and shall we say a myopic view. Long range career
goal, then ask yourself the question.
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And what is that? How well does this job serve to position me in terms of my ultimate

objective? Positioning yourselves. Positioning means what? That your goal has not

ended here. You are enabling yourself, positioning yourself, putting yourself in the right

ut

place to ultimately go to the objective, the ultimate objective.

For example, you want to reach senior management by next 10 years, let us say.

ol

Consider the extent to which your current job helps you to develop a global orientation,
just think about it. Why? And to what extent that the job you are doing today now helps
you to develop public speaking skills? Does the job help you or does not help you? What
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extent does it help you to practice the bring out the best in people? That means, do you
have an opportunity in your present job to develop people? Bringing out the best in them
means developing people. Making them perform up to their full potential. Does this job
offer you that? Say, you have no one reporting to you. It is a kind of technical job using
your technical knowledge with no direct reports, no one reports to you. Obviously, it is
not going to give you practice in bringing out the best in people.
Leadership style and learn to manage diversity. Asking yourself these question, the job I
am doing now I am happy with it, no doubt. I get good pay and perks. But, if my ultimate
goal is to reach senior management in 10 years. What does the senior management
person require to do? Those things, is this job helping me to learn what is required to be
practiced as a senior manager? Because if it is not, then at the end of 10 years are you
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going to be equipped to handle a senior manager’s position. No. So, then your planning
has failed. That is why it says ask this. Because these are key requirements for the senior
management position which you have set the goal to attain in the next 10 years. Is that
clear?

ut
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Accept short term trade-off for long term benefits. Again you are in a marathon, do not

ol

be unduly perturbed if there is a short term reverse also. A slightly lower salary, let us
say. A promotion which you felt you should have got but, you did not get, provided the
job is giving you all those other things we talked about just now. That means, those
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qualities and attributes which are required for senior management position job is giving
you the opportunity to practice that in abundance. Then, trade that off and say does not
matter if I did not get that little promotion, I will still stick on here.
Certain lateral moves or low paying jobs, that is what I said just now, can provide very
valuable training opportunities or career contacts. Let us take an example, by enlarge, if

you are in a large organization. Large organizations have got compartmentalized jobs;
that means, they are specialized. Volume of operations is so high that you will do a
specialized job in a large department which only does these jobs. Contrast that with an
opportunity which you get to join a small organization. An entrepreneur driven
organization which is small, there are few people and you have an opportunity to be one
of the managers of only 4 or 5 managers, in a small organization. If you are aspiring to
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be a senior manager in 10 years, maybe you join this company. Although it made mean
losing a few perquisites which you are in join in your current company. Why? Because it
gives you the platform which provides a learning opportunity to own those skills,
practice those skills of versatile management. Because in a small company, you get an
opportunity as one of those few managers to do a lot of work in a lot of functions. Some
part of finance, some part of HR. Because there are few managers, these managers have
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to handle all the functions, which otherwise you not have got in the large organization.
So, that is what it says.

Certain lateral moves. Do not only join companies because it is giving you better job or a
better designation or a better salary, sometimes move laterally. Even lateral move low

paying jobs can provide very valuable training opportunities or career contacts. Then,
consider carefully whether to accept highly specialized jobs or isolated job assignment

that might restrict or impede your visibility or career development. Think about that. Too
much specialization is going to do what to you so far as your career is concerned. It will

limit your options, will it not? We talked about internalizing the concept of having

ut

multiple employment in your career, not one or two companies. Now, if you go to an
area of specialization in which only 3 companies are operating or just two; obviously,
you have no choice, you are limiting your choice.

ol

Then, more importantly isolated job assignment, what does it mean? Say, you are posted
out for 10 years in Andaman island or Nicobar, you are isolated. Consider that against
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getting a job maybe less pay but, in the heart of Bombay, the financial capital of the
country. Job opportunities are many more out there. Maybe if you have a long term
career plan, you will not go to Andaman even if it costs you twice. Even if it gets you
twice as much money, you rather choose to remain in Bombay. That is what it means.
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Your visibility or career development visibility. Visibility is what people should know

where mister so and so is. You should be socially available there. You should be aware
that networking is important. You should be known there instead of secluded recluse in

ut

some isolated place, that is not good for your career maybe. ‘KNOWING WHERE YOU

ARE’ Always be aware of opportunities in your current job. For example, training

ol

programs that may help you for your career development.
There are many opportunities in our own jobs. In the humdrum existence, we always
have urgencies in whatever jobs you are doing. As we have discussed I think sometime,
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you may say there are four types of jobs which every manager does. The urgent, the nonurgent, the important and the not so important. And research has shown that the average
manager in the typical working day does the non- important but, the urgent jobs. Now,
once you do all that do not forget that you have opportunities in the job you are doing for

self-development, like training.
Assess your current performance honestly. So, in our innermost heart and soul, we know

many things which our bosses may not know or friends and colleagues do not know and

that is have we done the job as well as we could have done it or we have not, be honest
about it. How do you see yourselves and how do you think higher management sees your
performance. Spend time, take out time from your busy schedule to reflect on these
things, to ask these questions.
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Ask yourself, am I in the right job? Are my skills of real value to my organization? What
does that mean? Are you substitutable or are you un-substitutable? If it is of real value to
the organization? Maybe your stability coefficient. Your employer will think many times
in a down-sizing scenario to ask you to leave. What are the positions might fit my needs
and skills well? Examine these things by asking yourself these questions.

ut
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ol

Recognize when you and your organization have outlived your utility for each other.
What does that mean? Comes the time in your career when you see that your
organization is not growing, let us say or not diversifying into areas. And therefore, the
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opportunities that you have of learning something new, portable knowledge which you
can carry away, self development is becoming few and far between. And the
organization also feels that there not very much more is there to offer you. That is the

time when you find that your organization and you have outlived your utility for each
other. Now, here utility basically means very practical, becoming very practical. After
all, you and your organization have a mutual contract. Organization needs you, you need
the organization. But, if we have outlived utility each other, then you better leave.
This is not an admission of failure but, rather an honest reflection of the fact that there is
little more that the organization can do for you. And in turn, your contribution to the
organization has reached a point of diminishing return. What is that, diminishing return?
Anyone knows? Economists uses diminishing returns. Well, you can just sum it up by
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saying that the efforts that you put are not commensurate with the return that you get. So,
if you put in 10 units of effort, if earlier you got 10 units of returns or you got 50 units of
return, now you may get one unit of return. If you put in 20 units of effort, you may get
half a unit of return. So, that is diminishing returns.
Some symptoms to recognize are, when you ask these questions. You are not enjoying
by what the work what you are doing. You are not enjoying what you are doing, or
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further advancement in the current company or the current department is blocked, or

your organization is poorly managed and is losing market share. So, these are ominous
signs which you must look for. Or you feel that you are not adequately rewarded. Most

of us feel that most of the time, do not we? Or you feel that you are not fulfilling your

dreams. So, these are some of the symptoms to recognize whether the point of
diminishing return has been reached or not.
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And if you come to the conclusion that yes may be we have reached that point, the magic

point, then you have to plan your exit. As we said you have to be prepared to change
organizations in your career. And when you plan your exit, what is that planning, what is
the planning contract? It means try to leave your organization at your convenience.

When it is convenient for you to leave. Maybe you have some family problem, maybe
your wife is expecting a child. So, maybe you do not want to relocate by taking another
job because you would like to be here for another 6 months or 8 months. So, these are
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certain conditions. These are your conveniences. So, you must plan in such a way that
when you leave the organization it is at your convenience not the organization’s.
To achieve, to do this, you must know when it is time to leave means plan for it. Since
downsizing can come to you at any time. It is a sort of Damocles hanging over you when
you go into your careers in the coming 30 years. Networking establish. Establish
networking relationship while you still have a job. Remember that is very difficult to get
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an equivalent job when you no longer have that job and it can happen tomorrow. Are we

being alarmist? No, I do not think so. Because paradigm has changed. You are in a job
today, you may not be in a job tomorrow.

So, network. Network means get friends, you get contacts in your industry in your

locality through various platform, maybe your social club, maybe through your relatives.
But, in time of need be in a position to pick up a telephone and ask for some help. If you

have a good network in place, it will be that much more easy for you to find a suitable
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ut

employment if you are in a crisis and you lose your present job.

Next in the plan. Exit your current organization on good terms, not under questionable
circumstances. What does that mean? Say, there is downsizing and say you have been
asked to leave. Does it mean that you should quarrel with them and fight with them? No,

you should not. Take a mature view. Make it a sensible kind of an exit where you do not
burn your boats so to say. Who knows maybe the same organization may have a need for
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your knowledge and skills maybe a few year down the line and may invite you to join
back. So, do not burn your boats. Do not say you do not agree with this downsizing. It is
a wrong policy and why you have picked on me and so on and so forth.
Exit your current organization on good terms and not under questionable circumstances.
Do not leave your current job unless you have got another one because it is easier to find
new job when you are currently employed. It is quite dramatic. When you have a job,
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how much easier it is to get another one than when you do not have a job. Quite
dramatic. Positions suddenly changes dramatically.

ol

ut
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Now, all this time we are talking about the prime responsibility in the individuals to plan

his career and what he has to do. Now, let us come because we said earlier a
supplementary role is also of the organizations. So, the ‘ROLE OF THE

ORGANIZATION’ should be a pro-active force. In this process, why? Because for them
to do this, they must think and plan in terms of shorter employee relationships.
So, change your focus now. You are looking at yourself as an employee, planning your

own career. Now, look at yourself as an HR manager in the organization where you have
a supplementary role to support the career plan of people who report to you, change that
focus and then think. The organization should be, so you are now the organization man, a
pro-active force in this process.
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For the organization, for them to do this, they must think and plan in terms of shorter
employee relationships. You must also think, all those people who report to you. Do not
expect them to stay with you forever and ever. Maybe 3 years 5 years, think of it. This
can be done through fixed term employee contracts with options for renegotiation and
extension.
See these are the shape of things to come. Instead of what we used to have, perpetual
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contract so to say with a exit clause on both sides, 3 months or six months or one month
but, till age of super-animation. Do not think in those terms anymore, when you are the
HR manager. Think in terms of short term contracts with options for renegotiations.

Once the contract is there so you take an employee, offer him a 3 year contract let us say

on terms and conditions. After that, it is that mutual option if the employee wants to stay
on with you fine, if you want him fine, if you do not want him that is fine too and if he

does not want you. But, if you give him another contract it should be on terms which are
renegotiated. He may want a bigger salary, he may want some perquisites and so on.

manager.
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This is the shape of things to come, this is a kind of support you can give as a HR

‘CAREER SELF-MANAGEMENT’ Let us take a case study here, the real case that
happened. How this new type of model of career planning by individual themselves
supported by employers? How it happened in Hewlett Packard? They use a three month
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course in personal career management So, they have designed a course which they gift to
their executives for personal career management.
It includes ‘A WRITTEN SELF-INTERVIEW’, that is Participants are given eleven
questions to answer about themselves. They are asked to provide facts about their lives,
people, places, events and to discuss the future and the transitions they have made or are
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going to make, have or are going to make, future, past both.

ol
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Next having answered that question about themselves, written about that. Next is
‘STRONG VOCATIONAL INVENTORY’. So, participants complete these 325 item

vt
us

instrument, that is the questionnaire, to determine their preferences about occupations,
academic subjects, type of people etcetera. So, what it comes out then is an interest
profile is developed for each individual by comparing his responses to those of
successful people in a wide range of occupations. So, against a framework, those people
who have been successful in various, you compare your profile with theirs.
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‘Allport-Vernon-Lindzey STUDY OF VALUES’. This is an instrument which has been
developed by these gentlemen. Each participant makes 45 choices amongst competing
values in order to measure the relative strength of theoretical, economic, aesthetic, social,

ut

political and religious values. You all know what is a value. Value is a fundamental and
conviction or belief about many things.

ol

So, they use this instrument to establish what is your value, each individual’s, which are
competing. And under this classification, some values strength of theoretical, economic,
aesthetic, social, political and religious values. 24 hour diaries, participants log their

vt
us

activities during one working day and also during one non-working day. This is to try
and find out their on-job and off-job interests.
This information is used to confirm or occasionally contradict information from other
sources. Some source may give information that you are really a person of limited
interest. But this brings out a profile, this questionnaire, that you are very fond of

gardening, fishing and photography. So, it contradicts what the management had heard

about your lack of any other interest except coming to work.
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Then number 5. Fifth step in this process of Hewlett Packard is ‘INTERVIEWS WITH

TWO SIGNIFICANT OTHERS’. Now, what do you mean by significant others? Each

participants asks two people of importance to them, that is friends or spouse or relatives

ut

or co-workers or others, questions about himself. So, you pick your significant other two

of them and you ask questions about yourself. The two interviews are tape recorded.
Why do you do that? Because we all think about ourselves and have some, shall we say

ol

image of ourselves. Now, very often these images are not correct because we do not
know. Your physical image we normally know very well, is it not? Because you look
into your mirror and you look at yourself today and then you look 10 years hence and
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you know you are looking older you have wrinkles. You have those lines across your
face. So, you can see. But can you do that about your psychological self, your

personality? No you cannot. But others can. Which others? All others. Then why do you
ask significant others? Because others would not tell you what they see. Significant
others who trust you and whom you trust will actually honestly tell you what they see of
you in terms of your personality, that is why you ask them. So, you get honest feedback.
So, they are your mirror to your psychological profile.
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Next is number six ‘LIFE STYLE REPRESENTATIONS’. Participants depict their life
styles using words, photos, drawings or whatever else they choose. A key ingredient in
this program of Hewlett Packard is its emphasis on an inductive approach. The process

ut

proceeds from the specific to the general, that is the inductive approach, rather than from
the general to the specific, which we call deductive approach. So, that is the emphasis.

ol

Participants solely recognize generalizations or themes within the large amounts of
information they have produced and form a self-assessment of themselves. So, now you
see this whole instrument is aimed at you understanding about yourself and emphasis is

vt
us

inductive. You write a lot of specific things about yourself and from that emerges a
general pattern.

So, participants solely recognize generalizations or themes within the large amounts of

information that they have produced and form a self-assessment of themselves. And
following the self-assessment, department managers interview subordinates to learn
about their career objectives. So, on the one hand you develop your profile from specific
to a general pattern. From that profile it helps you to self assess. Then you interview with

your bosses. And see that the career objectives that you have, do they match up, are they

congruent with what you have as a person, skills, abilities, values or they do not. If they
do not, that is why you require some tailoring.
(Refer Slide Time: 36:15)
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So, they record these objectives and describe the people and positions currently in their

departments. This information is then available for senior management to use in devising

an overall human resource plan, defining the skills required and including a time table.
When data on company’s future needs are matched against each employee’s career

ut

objectives, department managers can help employees chart a career course in the
company, example through training or additional job experience.
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Career development objectives for each employee are incorporated into performance
objectives for the future performance appraisals. So, they integrate these findings into the
performance management plan of the company. The department head then monitors the
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employer’s or employee’s career progress as a part of the review and is responsible for
offering all possible support. So, this is what is Hewlett Packard, what they do, this is
what is the model that they follow.

ut
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And ‘RESULTS OF CAREER SELF-MANAGEMENT PROGRAMME AT HEWLETT
PACKARD’. What are the results? They did this and then they monitor and assess its

ol

success or otherwise. The company experienced far more flexibility in moving
employees by transfer than previously. Means earlier to this program maybe people
refused to be transferred or rather resigned, now they experienced far more flexibility,
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people move. The company was able either to give employee reasons as to where they
were, to develop a new career path for them in the company, or help them to move out.
(Refer Slide Time: 39:09)
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The overall employee turnover rate remained unchanged in the year following the self-

management workshops. This indicates that employees appreciated this. They did not

look at it as a threat and then leave in fear. Turnover remain same. Within six months

after the course, 37 percent of the participants had advanced to new jobs within the

ut

company, that is for promotions or transfers. While 40 percent planned moves within the

following six months. So, this helped them to make that decision of diminishing return
that we just talked about. That is time to move out and move out amicably and the

ol

process is supported by the company. Because after having these 3 month program
module with the company rank, they understood and decided to change the company.
Of all those who advanced, 74 percent credited the program for playing a significant part
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in their job change. We say, 37 percent have advanced, of this 37 percent, 74 percent of
this said it was due to the program played a significant part in their advancement for job
change.

An important outcome of the program was development of more purposeful and selfassured employees who perform better in competitive environments. Why do you think
that happens? Because probably the self-assessment exercise, understanding yourself
from the specific points of your personality profile and then seeing how it fits into the
larger image or theme or pattern. This gives you confidence, you understand yourself
better.
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When we talk of career planning into the future in the coming years, important concept is

‘DUAL-CAREER COUPLES’. That means, where both the spouses are working. This is

a very challenging career management program for organizations. Means if you have a

ut

husband and wife couple working with you, what this is saying is, for you as the HR
manager is challenging. Why? Today in the u s 45 percent of the work force are Dual

ol

career couples.

And I suspect that in India too, in the next 5-10, 50-20 years, I do not know what is the
percentage now. I do not have statistics. But it will increase significantly because of
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female education now. More and more girls seeking out careers for themselves, this is
bound to happen. Dual career couples faced the problems of managing work and family

responsibility. This is it self-evident. When both husband and wife are working, who

looks after the home? Who looks after the children? So, their challenge is there.
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These challenges are reflected into maybe problems or maybe issues within the

workplace also. So, you as HR manager therefore, are willy-nilly part of this. So, it is
better to understand that this Dual-couple employees is going to proliferate in future and

ut

then have plans and program on policies to manage this efficiently. Research indicate

that if Dual career couples are to manage their family responsibilities successfully, they
and their managers must be flexible. So, you as HR manager must be flexible. They must

ol

be mutually committed to both careers. What does that mean? That means, the husband
and wife among themselves mutually must be committed to both their careers, the
husband to the wife’s career, wife to the husband’s career. And the couple must be
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committed to the company and the company committed to the couple. Hence the
possibility of having flexibility from both sides. They must be mutually committed to
both careers and they must develop the competencies to manage their careers through
planning, goal setting and problem solving.
And organization’s part for successful Dual career management is to be flexible about
work schedules and provide company’s supported childcare. Where do you leave the
children? So, this is one role the company can play which is of mutual benefit. If you

have good Dual-couple employees, you do not want to let them go, they are contributing
significantly to the company. Then provide them with facilities. Day care, where they
can bring their little children keep them. Their mind is at rest that they are being well
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looked after. At the end of the day after work the children go with them and during the
day they are cared for.
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ut

It also requires customized ‘CAREER PATHS’ that include elements such as the ability
to turn down advancement and be offered it again in the future. What does that mean?
The company policy must encourage you offer to transfer and they refuse it, that does

ol

not mean you write them off or blacklist them. Your policy must state, next opportunity
must that comes for a transfer or an advancement must again be offered to them. That is
what this means. The ability to turn down advancement for the employee and be sure that
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you are offered it again in the future if it arises.
The ability to move laterally for development. You cannot say, that look your only way
that you can grow in our organization is if you move on top. There must be lateral, you

can move sideways too into department but, of same responsibility level. The ability to
turn down relocation and be asked again in the future. So, what does that mean? Same as
this. There was the opportunity of promotion, higher responsibility but, in another town.
Dual-coupled due to their own reasons, good reasons turned it down when offered. That

does not mean they will never be offered again. When an opportunity comes again, they
should be clear in their mind that they will not be left out, they will be also made an
offer.
(Refer Slide Time: 46:07).
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The ability to specialize in one area of the organization. So, if it helps their home making
to remain in one place and say it is the R and D which is in unilocation. You do not have

R and D facilities elsewhere in the company location. So, help them to specialize in R
and D so that they can remain in that location.

ut

‘CAREER MANAGEMENT PRACTICES ORGANIZATIONAL ENTRY’. So, when
people come in, when you induct new people, socialization is essential. This refers to the
mutual adaptation of the new employee and the new employer to one another. It includes

ol

learning the organizational policies, norms and the traditions and values, getting to know
one’s peers, supervisors and subordinates. So, induction and orientation, this is
important. And it comes right in the beginning. So, earlier you are talking of careers of
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thirty years, now you will be talking of the career which is multiple companies. So, each
company maybe 3 years, 5 years. So therefore, it is all the more important that this
induction and orientation is done effectively and quickly.
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Because they are not going to stay there for too long. If you want them to contribute
maximum, in the short time they are with you, then this process of induction and

orientation plays a significant role in bringing out that contribution from the employees.
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Socialization enhances the new comer’s commitment, job satisfaction, job performance
and the desire for personal control.

ol

Next ‘MENTORING’. A mentor is a teacher, an advisor, a sponsored and a confidant.
What is the meaning of confidant? Confidant means someone whom you trust, to whom
you can share some information, some concerns, some fears or some triumphs, which
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you would not share with the general public is a confidant. He is also your advisor.
The mentor should be seasoned enough to understand the techniques of power and
politics in the organization. Remember, power and politics play important role in
organizations. And the mentor should be seasoned enough, a veteran to understand that.
And should also be willing to share this knowledge with one or more of the employees.

Sometimes, your managers who are consummate politicians in the work sphere, they are

consummate users of power and power play but, they do not like to share. Those guys

cannot be mentors. Mentors are those who would like to pass on the benefit of their
knowledge to people whom they are mentoring.
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The mentor’s role is also to be a culture carrier. What does that mean? It means to hand

down the culture. Culture forms, traditions, common shared values. It is comprising of
what? Very ingredient of culture is company myths, rituals, symbols. So, these are the

ut

things you have to familiarize, the mentor has to familiarize the person as a carrier of that

culture. And to teach the ropes. Ropes means what? Ropes are unwritten norms and

ol

codes of behavior within the organization unwritten.

So, a new employee does not know it. And willy-nilly simply because of ignorance he
may commit faux pas. So, mentor tells him the ropes. And also to provide honest
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feedback on how the new entrants are being perceived by the others and to serve as a
confidential sounding board for dealing with work related problems.
So, mentor is the mirror of the soul, the personality. He is the person who must give
honest feedback. You are being praised for this but, you are not being praised for so and

so behavior. And sounding board for dealing with work related problem. There are
problems, so you are the mentor, person you are mentoring comes to you and he sounds

out, I am having this problem, do you think I should do this or I should take an

alternative solution and so on. That is mentoring.
Next ‘CAREER PATH INGREDIENTS’. A. Should be real progression possibility,
whether lateral upwards, without implied “normal” rates of progress or forced
specialization in a technical area.
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B. Should be tentative and responsive to the changes in job content, work priorities,
organizational patterns and management needs. C. Should be flexible taking into
consideration the qualities of a particular employee, managers, subordinates or others

ut

who influence the way the work is performed. And finally, D. Should specify skills,

knowledge and other attributes required to perform effectively at each position along the

ol

paths and specify how they can be acquired.

And with that it brings us to the end of this topic on career planning and development.
And in conclusion we can sum up by saying, today and into the future the planning has
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to be done by each individual employee supported by the employer. One has to view the
career as a series of short contracts with multiple organizations. One has to think of the
career as a objective which has to be fulfilled by changing jobs, acquiring skills, carrying
knowledge seamlessly across boundaryless organizations. And generally keeping one

selves employable. Finally one has to define what career success means to himself or
herself and pursue the goals to see that it happens in both perspectives in your personal
life as well as in your work life. Thank you very much.
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Contemporary Issues in HRM – I

Good afternoon. Well today’s class we are going to take up the topic which is called

contemporary issues in HRM. Contemporary that means, belonging to the present - here
and now. The issues which we take up are basically not new issues. And the solutions

which we will propose by means of tools and techniques are also not new. The main
issue which we will address is the issue of competition.

In the business world, there is a changing environment like in the rest in the world. And

as the environment changes, businesses have to align themselves, remold themselves,

ut

reshape themselves to survive and prosper in the new environments which are thrown up
all the time, again and again.

The current issue, as I said, is unfettered competition. And this has been brought in by
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liberalization, which means that the world is becoming a small village so far as trade
economy is concerned, tariff barriers have been removed. The world is freely now
trading, the commerce is free, there is transfer of money across nations, there is transfer
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of goods. The locations in which you manufacture and the location which you sale are

interspersed across the world. And that brings in with it an acute competition. And the
competition really translates into cutting costs ruthlessly. The advent of information
technology has made this more and more possible. And we are fast reaching a stage
where the competition has become so ruthless that it would be difficult for many

companies to survive.

There is consolidation across the world in many industries. The weak are falling by the

way side, the strong are consolidated their position. Now, in this scenario, which has
emerged, some of the tools and techniques which were there earlier but, not of so much
relevance. Because the need to use them was not so acute. Such tools and techniques
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today have assumed enormous importance. And in this topic, we shall touch up on some
of them.
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ut

To start with let us see this technique of ‘BENCHMARKING’. Benchmarking, as the
name suggests, is really to setup a standard and measure performance against this
standard. That is a benchmark. The term benchmarking means many things to many

ol

people. But essentially it means setting a norm or a standard and then measuring your
performance against the same. Does it mean that the norms are fixed? Does it mean that
the norms do not change? Of course, not. As one keeps on achieving consistently against

vt
us

the norms, what does one do? Yes, one tries to improve the performance even further,
which means that you reset the norms again. So, there is a constant quest for
improvements. And as I said earlier improvements translate really to becoming more and
more and more cost effective so that you become a cost leader and you can beat the
competition in the market place.
Because as we have said before, today we do not have the luxury of setting a price. Why
is that? Because the price is set by the market by the consumers. So, given the price, the
companies then have to strive to achieve a cost of production for goods and services,

which would be low enough to support a profit, low enough to give a return
commensurate with the efforts and the inputs that you put in.
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So, cost reduction therefore, is the name of the game today. So, there seems to be some
lack of clarity about the meaning of benchmarking but, essentially it is cost reduction.
Any questions at this stage? To the layman then, benchmarking is a standard, as I said, or
norm against which we can measure performance.

ut
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And to measure the performance, it is appropriate to assume that the entity to be
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measured needs to be first broken down into its constituent components or its elements.
And why is that? Because what we set out to measure in our business operations are not
simple entities, they are complex entities. And the way in which we can possibly
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measure them with some degree of accuracy is break them down into its components and
then try to measure each of these components against benchmarks, which we said for
each of these components. That is the crucial internal processes of the business required

to be identified.

Now, everyone is clear about what we mean by internal processes? Let us say a

manufacturing organization, now in order for you to manufacture, you have to undergo
many activities, and you can call each activity as a process.
For instance, buying of material. Would you accept that you can call that a process? The
procurement of materials can be called a process and within that there are components.
When you procure materials, you have the purchasing function. And after the materials
come, you have the quality inspection function for the incoming materials. And then you
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have the ware housing function, you receive the material store them. And then you have
the issue function, issuing it to the manufacturing units and so on.
So, there are number of main elements of activity which can be further broken down into
smaller elements of activity. And in each of these case, benchmarking really means that
you try and set a norm or the standard and then measure your performance against the
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same. Only thereafter, measures and measurements can be established.

ol

ut
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Measurements and comparisons in process and process performance have to be made
both externally as well as internally. Both perspectives are important because process
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benchmarking is the key to improvement within the organization whereas, global
benchmarking is a comparator to measure the organization improvement level with the
best in class globally. Now, what does that really mean? It means when you set about
benchmarking, you start by benchmarking yourself internally. That is mapping the
various processes we have talked about, setting norms against these processes, achieving
them, setting higher norms and continuing to have improvements in the norms.
But that is not all. Having done that, do not we like to compare with other competitors in
a same industry and let us say within the same region and then farther afield in the same
nation and finally, across the globe. Now, you might well ask, why do we want to have
the best in class? Why not we are very good nationally, we are the cost leader? Yes
anyone would like to answer that? Why do we strive to benchmark ourselves to be the
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best in class in the world? Because, as we said earlier, we have become a global village.
There will be competition which is coming from outside countries in your own backyard.
And therefore, if you are content to only become the best in class in your home industry
or within your national location, that is not good enough. Because competition is at your
doorstep from around the world and that is the need why you should try to benchmark
with the best in class in the whole world.

ol

ut
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So, that is the type of targets that you have to set up. Many of you may have heard of
Total Quality Management, that is TQM. And there is an interrelationship. With all these
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tools and techniques which will be touching upon in this topic, why? Because, as I said
early on finally, it all boils down to cost cutting, cost reduction. You reduce the cost, you
improve the productivity of your performance. Improving performance means improving
productivity. And as we increase productivity, the cost reduces and it can support higher
and higher profit margins. So, again and again it is interrelated benchmarking and TQM.
Since benchmarking essentially deals with the improvement process of an organization,
it is intimately connected with TQM, that is the all encompassing improvement culture
necessary for excellence and improvement.

Now, please mark this. We have talked earlier of breaking down the process into various
elements. That is useful for the sake of setting standards for each of the elements, setting
norms and benchmarking. But ultimately there has to be an exercise of integrating all
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those elements together. Because finally, what are you delivering against which you
make profit, either goods or services. So, whereas, benchmarking you can do an internal
focus, as I said earlier. Internal process mapping, internal cost cutting, you can do it
external that is compare your norms with that of your competitors in the industry, may be
outside, the allied industries, geographically, nationally, internationally. But having done
that finally, it is the client you have to address.
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So, essentially then the focus changes from inside the organization to outside the
organization. And TQM, the essential philosophy is take the holistic approach. Look at

the whole organization, look at ways and means in which the whole organization can
achieve excellence and then you have excellence to deliver to the client.
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And who are the people who imbibed this philosophy? The Japanese were perhaps the
first to understand the inter relationship between benchmarking and quality. Although,
Americans and Europeans wrote books about quality, made films about quality and gave
talks about quality, they did not to use their own phrase, walk their talk, they did not

practice it. It was the Japanese who in the beginning started as copy cats. And initially
earned a poor reputation for shoddy imitation of western products. But this phase was
short lived. Because they soon discovered that this was a method to ruination in the long

term business prospects of the country.
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And then they set about making a complete turn, u turn. They set about improving their
products and learnt a process which was repeatable for improvement of quality. That

means, the eternal search for quality. You repeat, you improve. Repeat the process again,

ut

improve a little more and continue to improve. Therefore, right from the beginning, the

quality improvement and physical benchmarking went hand in hand. Is this clear? Is this
concept clear? Physical benchmarking tries for more and more and more improvements.
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So, having achieved the norm, you try to raise the bar, increase the quality standard. And
that is why quality control it aims at the same end, excellence by all round development.
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The early approaches to quality and quality control as well as quality assurance focused
on the products. That was a classical early approach of TQM. Focus on the product,
make a product which is of high quality. And implicit in that was that, that high quality
product would prosper well in the market place.
(Refer Slide Time: 16:23)
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But then it went on to the second stage. And the next stage was a change slightly from
the focus going from the product to a total service. Example, sell the product which is a

refrigerator, quality excellent, cost low, price reasonable, good profit. Sell it to the client.

But does the product quality end when you deliver to the client? And then it was thought

ut

of course, not because that refrigerator would be used for a number of years by the client.
And the client’s need, the need of the client to have bought that refrigerator must be
satisfied throughout this time period.

ol

Now, if there is a reduction in quality, in the few years after you made the sale, it will
reflect back again on the quality in the eyes of the client, on the quality of your product.
So therefore, the product quality then, the concept extended from the product being made
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in your factory to the lifetime of the product. And lifetime of the product meant that you
have to take a whole view of the product quality, not only in the manufacture and

insurance of its standards but, also in servicing the product. Servicing it to see that it

continued to meet the expectations of the client in terms of the client’s usage needs and
did not fail.

So, the total service demanded by customers meant that a holistic approach was
imperative, cutting across all the departments of the organization, such as marketing,

design, accounting etcetera to equally identify and focus on the needs of the client. So,
from the focus on products, focus on processes, it then shifted to the focus on the
customers. And not only the customers in terms of supply of the product or service, on a
one time basis, on a one of basis but, till the life of the product. So, long term. So, you
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see the TQM then brought in number one, the holistic concept of quality. And then it
brought in also the time concept, a long term concept of client satisfaction and may be
client delight. This was the concept of TQM which embraced the whole organization and
came into being.
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The approach to TQM of addressing the customer’s needs is achieved by different

ol

organizations in many ways, which may apparently seem different. Some organizations
have treated TQM as a purely motivational campaign amongst its employees to improve
the collective service level to the external customers. On the other hand, others have
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focused on internal training as a way of motivating and giving people tools to undertake
improvement activities.
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Yet others have indentified that particular training, team working, the use of statistical
techniques, TQM embraced the quest for self improvement in the organization. In sum,
TQM embraces a large array of changes in culture, organizational systems, practices, use
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ut

of simple tools and techniques, together with a documented quality system.

And some of the features of a TQM documented quality systems are, Fundamental
cultural shift from the quality assurance kind of thinking and quality control kind of
thinking to a holistic overall quality delivery system, which in short means excellence.
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Theme of continuous improvement. So, it not good enough, if you have a very good
product. But there must be a continuous effort. You must always try to improve it further
and further and further. Customer orientation, both internal and external. Now, what is
this internal customer? Because normally we identify customers as someone who is
external to the organization.
Now, the concept of internal customer is that, within the organization you have various
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processes which make up the whole system of manufacture of a product or delivering a

service. And in that process, you have work division. You have some people who
procured raw materials, some people who process it in the factory, some people who get

orders from the client, some people who supply these orders through distributive
channels and then people when products fail, some people go and troubleshoot and there

are the service department and so on. Therefore, you have to have a theme of internal
customer. That means, say you are a production unit, what is the input that you are

getting in order for you to manufacture the product? You require raw material. Who is
giving you the raw material? Well, as I said, the work is divided. You are the procure
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matter, materials or the purchase department or the stores who give you the input for

work in your department. So, so far as you are concerned, do you see that to the stores
department or the material department, you in the production department, you are their
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customer. But since you are internal to the organization, you are fellow department in the
same organization. We say that, you the production unit, you are a internal customer of
the material department. They service you, they satisfy your needs for incoming raw
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materials, incoming assemblies, subassemblies, bought out items and so on.
What about your clients? You are a production. Do you have internal clients too, internal

customers? Yes? Who might be your internal customer? Well, I think the sales
department or the marketing department, they are your internal customers. Are they not?
Because who is indenting, who is giving the works orders for you as a manufacturing
department to produce the goods? It is your sister department of the same organization,

that is the sales or marketing department. And therefore, in that sense, they become your
customer. And you see it is a chain within the organization, where you have work
division, where you have division of responsibility and accountability, you automatically
have a system which you can say of internal customers.
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And TQM, one of the important features of the TQM system is the concept of internal
and external customer orientation to both. Next is right first time standard. What does
this mean? Exactly what it says, do not do wrong, do not make mistakes. Whenever any
individual or any department performs any job which is allotted to them which is their
responsibility, they must do it right the first time and continue to do it right the first time.
Not only must they do it right once but, unto eternity. That is the whole focus, right first
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time. Why? I think it is self evident because a huge amount of waste and hence a huge
amount of additional cost which need not have been incurred happens because you do

not do it right the first time. So, you have to rework it or you have to reject it and make a
fresh lot and that eats up good money, that increases the costs.

So, right the first time. Although, it appears very simple, one would be surprised to know
what a huge percentage of cost is just added up into your product or service, simply
because someone somewhere along the line made mistakes. Not once but, they keep on

making mistakes day in and day out when they work for 300 years of the year in your

ut

organization.

So, this is another important theme of TQM, right first time. Then involvement of
everyone in the organization. Now, remember when we talked of organizations structure
and design, you said that you have to structure your organization, work division. You
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have some division some department doing some type of specialized work so that you
can have cost efficiencies.
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Now, here is the concept involving everyone in the organization. Does it mean that the

sale department should also be involved in manufacturing and the accounts department

should be involved in the HR? No, not to that extreme. What it means is everyone must
be involved, in the sense, they must all be working for the clients of the organization. So,

it ties in with the other feature of customer orientation.
Involvement of everyone in the organization towards serving the client and then visibly
led a champion. Who is a champion? Who champions a cause. So, a senior level officer

or a team of top Management or senior Management, they must lead the effort for TQM.
This is vital. And not only must they lead but, they must lead from the front, which is
visible. People along the line, both vertically as well as laterally in the organization,
should know and should be aware that this is a matter of great importance. Therefore, the
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champion, the leader or the leaders who are getting his effort forward is senior
management and top management.
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ut

Another feature of this TQM is measurement of quality cost is critical to the success. So,

they are critical success factors measurement. And that again is self evident, is intuitive.
Unless you measure, how do you know how are you performing? And measure against
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what? Measure against benchmarks. So, hence the connection between the intimate
relationship between the quality control, that is the TQM total quality control on the one
hand and benchmarking on the other.
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And prevention philosophy. Prevention is better than cure, you have heard this adage
again and again. That it is better to prevent something, than to have to cure it. That
means, it happens, it creates damage, creates loss and then we do damage control and
cure it. So, particularly in terms of diseases or in relation to illnesses, we say prevention
is better than cure. Even in say organization, in factories, we have the term preventive
maintenance. What does that mean? It means you try and service and maintain a piece of
equipment or machinery before it fails, before it breaks down, prevent it by regular
maintenances and so on.

Then last is supported on the foundation of a quality management system. Finally, if you
do all these things but, disparately, discreetly and there is no convergence by which this
is controlled. That means, there is no coming together of all these various efforts into a

Vtusolution.in

Vtusolution.in

system which is monitored and then controlled and then corrected. Then you are likely
not to have a total quality management good system. You will have failures. So,
supported on the foundation of a total management system. Management must be
involved in it and totally. Any questions?

ut
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So, we all understand the need for total quality and benchmarking. So, having said that,
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how do we start the TQM process? In a sense, there is a need to construct a plan, identify
problems and opportunities for improvement and systematically address them in priority
order before embarking on the implementation. So, I think this also one realizes that
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before you embark on a major venture, you have to make at least a rudimentary plan of
how are you going to do it, what is the method, what is the process, what are the
resources you need for it and in what times, what are the milestones that you target, what
time do you want these activities to result in an outcome. For example, in a small
manufacturing organization the issues to be addressed in TQM effort might be, writing

up or setting up a Vision, which means a goal for the organization itself, a small
organization.

(Refer Slide Time: 32:10)
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The mission, which means really the path, the way in which you will attain the goal, in
which you will reach the goal. The Strategic plan, the further details, which deal with
who will do what, when and with what resources. That is Strategic plan. And then

organization culture, management, team and employees. Would you rather have cross
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functional teams, teams of people from various departments assemble doing the job or
you have differentiation, you have different departments each specializing in their own
job and tying it together at the end for the whole product.
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So, organization culture. Some people say, organization culture is a lubricant like oil is a
lubricant for efficient functioning of a piece of machinery. Some people say that the
culture is something which is the lubricant for efficient operation of the organization.
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This is the analogy which is sometime given and efficient operation means efficient
outcomes.

Of course, culture is very important in many other aspects. But communication process is
something which is also very much responsible for building a good culture.
Communication process involving people, use of teams, all these propagate what? They
propagate a culture, they propagate or make a statement of how the Management of this
organization wants to achieve its goals, in what way do they want to do it.
So, culture is a common cement or a bond which tells people, may be not in a formally.
There is no circular which says the culture of this company shall be employees, should

be friendly, employees should help each, other there is no circular which says so. But
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this is what develops from the actual working, the ways of working, the ways of helping,
the ways of communicating.
Then having said that, you come down to the brass tacks, the natty gritty in that
organization. If you have to have a quality control total quality TQM effort, objectives
and targets have to be set up each department. Now, we have the components of the
whole system. You address the components, job element, departments individually, set
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up the objectives and the targets.

Customer feedback. As we said earlier is highly Customer oriented a TQM. So, one has
to set up mechanisms of obtaining feedback from the customers so that you do not think
you are doing a great job but, you do not really know how your client is viewing your

efforts. Recheck, rework and scrap is used, in the sense, of whatever may be the
department, whether manufacturing or marketing or finance or accounting, everywhere
their work is performed. You should recheck, are you doing it as per the norms? Rework

means conceptually you change the norms, you should always do it successfully. Is there
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a bottlenecks? Check and scrap them, bring some new system in place. Suppliers. Why

suppliers? They are external to the organization. But they supply you with vital inputs,
without which you could not do your job well.
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So, when you take a holistic view which TQM is all about, when you take a whole view
of the organization, when you take a view which is customer oriented; that is, your aim
and goal is to satisfy the customer, delight him. People who give you the inputs for you
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to be able to do that job are also important. Hence Suppliers are also important to
address, when you make a TQM effort.
Training and introduction to management team. Since it is champion and driven by top

management, the employees along the line, both vertically and horizontally have a great
need to know who is their champion, who is their team. And then also to be trained in
some of the tools and techniques of improvement in the quality of the elements of work
which each individual does.
And then Management development. What do we mean by Management development?

That means, looking at the long term servicing of the client, you require to have new
champions who come on when the old champion retire. You require to have people
developed in the organization over the years who shared the same common values of the
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team of management of yester year, who retire from the organization. So, you have to
keep the management developed in the ways of thinking which the organization has
adopted and would like to perpetuate. So, management development is an ongoing long
term very critical effort, when you embark on the TQM. Any questions?

ut
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Some of the techniques used for TQM implementation. First is information sharing
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across vertical and horizontal levels on day-to-day operation issues as also long term and
strategic issues of the organization. Say some people say that a closed organization is one
where information is not shared, where everything is secretive, where across the vertical
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line as well as the horizontal line of the organization people closely guard the
information of their own little departments. Why do they do that? Well, one theory is,
that is the way to exercise power by withholding information which are normally
required by other departments in order for them to do their job well. But, why you now
see, they say closed, because closed organization are those where the information
channels, the flows of information are closed.
In the political sense if you see, if you read in the newspapers, there is a cue in that
country. And it has closed itself, what does it mean? It has cut off its radio station, cut off
its telephone, it has cut off connection with the world. So, closed organizations are one
where the information flow is very slow, very little and incalculable harm is done
particularly, in a competitive environment. When you have organizations where most of
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the people, apart from their own job, they do not know what is happening around them,
both in the day- day operations as well as the company’s plan, the long term plans of the
company.
Very often, closed organizations justify their state by saying that there are various critical
secret information, highly confidential, which can do incalculable damage to the
organization, if it is leaked out, if it falls into the wrong hand and so on. But by enlarge
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that is only a posture to be power brokers. Because in any typical organization, not more

than fifteen or twenty percent of information can be labeled as secret. All other
information should be as transparent as possible.

So, employee involvement in the day-to-day operations. And there are ways of doing it.

One is SGA, small group activities. What does that mean? It means typically five to six
people, either intra department; that is, within the department or inter department; that is.
cross functional, may be drawn from sales and drawn from production. They work on

certain problems. These are day-to-day operations or they work in normal day-to-day
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operations as a team, even if there is no problem. But they work in groups.

What is the important thing is team working and group working. Team working and
group working is a great help for organizational learning because then people when they
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work together and particularly, when they are cross functional; that is, people drawn into
one team from different departments, they come to see the way other departments work.
They come to learn many things from the other departments of the company. And that
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way a learning process diffuses across the whole organization, both horizontally across
departments as well as vertically across chains of command. The reason is, if you have

bosses who are on the same team, because the problem or the kind of work requires
different levels of people working together, then there is a learning process which goes
on. There is a maintaining which happens. The lower level sees how the bosses work in
the team. The higher level bosses also learn, they learn cultural issues, they get feedback
on what is the state of the satisfaction of the employees down the line. So, there is a

overall learning which comes out of team working. And more and more companies today

as competition, has become more and more critical, more and more intense more and
more companies are adopting team working of course, for problem Solving but, not
limited to that. They are using it for normal operations too, wherever they find it possible
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depending on the kind of job they have and the industry and so on. And they find it far
better than working in the classical departmental mode.
So, problem solving, you had quality circles. Has anyone heard of what is quality circle?
Yes, quality circle started off as a small group activity which involved people from the
same department who had quality problems. Say, you have department making parts
which were made of steel and they were to be make it as per the drawing. And they
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found that they getting too many rejects because the tolerances are not coming as
specified in the drawing. So, it was a local quality problem. And instead of passing this

problem up stairs so to say; that is, from the quality inspectors to the quality control to
the production department manager. They hit upon a plan of why not form a team of few

senior people from the offices few of the operators and try and see whether you could
solve the problem here and now as a team at a lower level itself. Lower, in the sense,
operational level. And it seem to work and that is where it became more and more

popular. And they started meeting in trying to solve problems after office hours too, after

the shift is over, they met. And then the management when they found that it is

ut

something which is very good, they started giving encouragement. And then quality

circles are formed in other departments. Sometimes, quality circles also operated across
departments; that is, people drawn from multi departments. And then in order to

ol

encourage them, it became a system. That is, you had reward which were given and
recognition was given to people who did well.
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And then it became a movement started in Japan and swept across the world in the wake
of more and more competition. Then, Kaizen is the Japanese term meaning continuous
job improvement. So, in that sense, Kaizen and benchmarking, which we started off.
Benchmarking, what did we say? The philosophy of benchmarking is also continuous
improvement. So, Kaizen is a system which means continuous improvement.
PDCA cycle of working. This is another technique, plan do check and then action cycle.
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So, everything that you do, you follow the cycle for problem solving and continuous
improvement. And empowered self supervising work teams, what does that mean?
Empowered means classically you have a team of operators or workers and you have a

supervisor who supervises their work, checks their work, helps to solve problems if there
are problems. But self supervising work-teams and empowered which means that there is
no supervisor. You have only a team of workers and it is their job and they are given the

responsibility. They are empowered to solve problems if it happens, to draw materials, to
inspect the quality and to credit the production to the stores. They do it all by themselves.

ut

And how does this help? Yes? Well, yes it helps because the recognition kindles in them
a sense of self respect, after all they are human beings. Many of them in their own social
lives, may be chairman of the local society. Here as operator on a machine they do not

get this respect. But when you have empowered work teams who supervise themselves.

ol

gives them a feeling of great self work. And that in turn draws out their talents. They
involve themselves, they become committed to the work and it creates what we call
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synergy and you get very good results. Because then with fewer people, lower level of
supervision you get excellent outcomes and outputs.
Objectives and target setting. This is an absolute must wherever any controlled activity is
done for improvement. Objectives and target, you have a objective of the department,

which at a lower level. You have the Vision of the company, which is high level.

Departmentally you have an objective which flows from the vision of the company to all
the departments. And then it manifests itself in the department as the objectives, the

vision manifest objects.

Target setting is like the mission and strategic plan. So, you set benchmarks within a
time frame of what are the actions you will take against various elements of work in
order for you to achieve these objectives. So, this is also a key part of managing for
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overall excellence. So, we see that benchmarking, we started off, and then we went on to
quality saying that it is same coin but, two different sides. And then total quality, where
we said that it is bringing in the external focus. That means, from what you do yourself
to what the Customer wants you to do. So, changing the focus to the customer.

ut
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And then we say that these two are inter related. And the key elements therefore, is to

ol

seek out the best in class to benchmark. Best in class worldwide, starting with from
amongst your competitors in your own region and your own nation but, then from then
on across the world, because now we have global competition.
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The bench marking process followed by Rank Xerox corporation, for instance included

these steps. First of all understanding their own processes thoroughly through process
mapping. Now, here is a term, process mapping is nothing but, analyzing the process
which you follow, the elements of work that you follow sequentially or sometimes in

parallel in order for you to manufacture or product or deliver a service. And in the
process of mapping, very often we find that when the process was set up at that time,
they may have been different tools, different machines, different type of raw materials.
And therefore, a certain sequence of process was followed in order to get good results.

But somewhere along the line the technology improved, you have better type of
machines, materials may have improve and so on. But organizations follows the same
process which had been set up when it first began. And therefore, some of the processes
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may well have become redundant, means they were not adding value to the business, not
adding value to the activity, not adding value to the output but, only eating up time and
money. And therefore, increasing the cost. So, process mapping is very important
because then you can identify and then eliminate all those elements of work built into the
process, which are not adding value to the outcome.
So, we start with process mapping in Rank Xerox. Then what they do? Search and find
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the best industry practices. Typically they try and send out questionnaire or telephone

competitors, that is a typical process. Those who are making the same products or similar

products; that means, they are in the same game, same market, same customer profile
and segment. Just try to get their cooperation at least in terms of what are these kind of
outcomes that you are achieving. So, we want to compare with you, are you better than

us or are we better than you? And of course, usually you have to do it being practical on
a reciprocal basis.

If you simply want to pick their brains and not disclose any of your information, of

ut

course, they would not give it to you. But if you do it on a reciprocal basis, then quite
often you can get information about the practices and the targets and the outcomes
achieved by your competitor and you have to give the same from your side.
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Then, share information across industry required on reciprocal arrangement basis. In
fact, it is a process where in order to get information, you have to give information. So, it
is not sequential, it is simultaneous.
Visit targeted organizations to check out their practices, then getting the process owners
or operators to carry out the bench mark studies. You discover during this visits that your
competitor is doing the process a little differently and also they have got different bench
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marks. So, then we have to discuss it with your own operators or process owners as is
called here. And then try to motivate them to do some studies to see why we cannot do it
if the competitor is doing it.

Then concentrating on the processes and the practices and not overly on the outcome.

Now, here is an important point to note. Outcomes versus process, remember that. In all
these systems we are talking about that, total quality system, the Kaizan system,

benchmarking. These systems which are tools and techniques for constant and
continuous improvement, they are emphasizing again and again on the process. That

ut

means, the processes that you set up, if you do each of the elements of the process
excellently, the outcome is going to be excellent. So, concentrate on the process. So, not
overly on the outcomes. Outcomes will come provided your processes are done.

ol

Then, making benchmarking a continuous process as the competition is constantly
changing. We said that before, this is exactly what Rank Xerox does too. And then
inculcating of a cultural acceptance and willingness to change the process based on the
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bench mark findings to continue making improvement. This is the most difficult part
usually. Set up targets, people achieve targets. Having achieve targets, they want to rest
on their laurels. You want to change, you want to change the process, you want to raise

the benchmark and then you have resistance is a normal human phenomenon.
But that is where the culture has to change. You have to build in a culture where
willingly this is accepted as a way of life. As so long as you work in this company, we
have a philosophy in this company that continually you have to keep on improving,
cannot rest on your laurels year after year. What you did last year becomes history. You
have to do something new, something better this year and so on in all the succeeding
years. And those who can achieve this culture, they achieve the output and then they go
ahead and they beat their competitors.
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We will stop here now. And then we will continue in the next lectures with some of the
others tools and techniques which have become contemporarily accepted in order to beat
the competition, which is very contemporary issue and problem today. Thank you very
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much.
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Contemporary Issues in HRM – II

Good afternoon. We continue in the series, on the topic of contemporary issues in HR. In

the last lecture, we touched upon Kaizen, and we will see a little more about Kaizen in
this lecture.
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Kaizen, as we said, means continuous process improvement involving everybody in the

working environment. Looked at more broadly, however, Kaizen philosophy advocates
ongoing improvement not only in working life, but also in personal life, home life and

social life.

The type of improvement that Kaizen signifies is the constant and gradual or incremental
kind of improvement, no matter how small, which should be taking place all the time in
every process, involving everyone from the ranks of management and the workforce. So,
please note the key word here, a small incremental, but in exorable in the sense, there
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should be no stop, it must go on and on and on, the improvement; clear, that embodies, in
a sense, the philosophy of Kaizen.
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ut

When a new standard, therefore, is achieved, the management should make certain, that
it is maintained and the conditions there are to ensure the attainment of, yeah, even
higher standards.

ol

The Kaizen improvement is a well-defined and long term and long lasting improvement
and is the result of a team effort. This is the 3rd concept you must internalize and
remember, it is a team effort. It is process oriented and actually requires little investment,
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do not require highly automated machinery and so on, but it requires a great human
effort to maintain and sustain it.
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Now, let us see Kaizen and innovation. See, the Kaizen improvement contrasts sharply

with the type of drastic improvement. Kaizen, we have said, was incremental, slow
gradual improvement, but innovation, alright, is usually a result. What follows

ut

innovation, is something great and drastic. Innovation is a short term, dramatic

improvement of the result of a technological breakthrough based on individual ideas and

ol

efforts.

An example of innovation is CNC control machineries in the workshop. CNC control
machinery is dramatically, has dramatically changed the way, for instance, sheet metal
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was manufactured and fabricated on the shop floors. It can cut down to half a shift what
used to take three shifts to manufacture. So, this is something dramatic, but it required a
huge investment and if you did not have the orders over a short period of time, alright,
then your cost would increase, you will not be able to amortize your cost and then the
product will reflect higher cost, so then, it becomes very important to have high volumes.
But remember, on the other hand, in the case of Kaizen, it is slow, gradual, incremental

is due, really due to human effort and in that sense, you do not require to have large
investments.

But the slow and steady is the improvement, not dramatic and fast. So, you have to
decide now what we have learned from the last 30 years or so, is a slow and steady is
winning the race so far, but not on its own, as we will see as we move, move along.
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Innovation also is necessary, it is normally requires a large initial investment, but little
effort to maintain since it is usually a one-off phenomenon.
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ut

The top management responsibility then, is to maintain a balance between the two, both
Kaizen as well as innovation because both are necessary, you have to strike a balance for

the survival and competitive success of an organization. So, shall we say, both are
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necessary, but one is necessary, but not sufficient, you have to have both. And each
individual organization has to decide what would be the kind of ratios in which you
concentrate on the Kaizen approach, as well as the innovation. In summary, then the
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main difference lies in the fact, that the Kaizen process is oriented process, is the Kaizen
is process oriented and innovation is result oriented; very high outcomes, dramatically
high outputs.
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If you look at the scenario in manufacturing industries across the world, after the World
War 2, in the post war U.S. economy, the philosophy of innovation became the order of

the day. Many technical innovations and new products appeared and led to immediate

ut

profits and instant recognition. Therefore, as a consequence, the seemingly minor
benefits of gradual improvement, as advocated by Kaizen, were not rated as very

ol

important.
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Emphasis was therefore, on short term profits and the climate for slow and patient efforts
towards long term improvement became unfavorable. The Japanese, on the other hand,
adopted the policy of Kaizen, which promoted and supported team efforts towards
gradual improvement, improvement of the processes gradually, which form the very
basis of Kaizen. The Kaizen process oriented approaches were efforts for process
involvement and improvement, which was properly recognized to be a vital component
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of improvement.
So, as we have said, little earlier process orientation then became the key, that if you

focus on the process, benchmark the process, continually improve the process, albeit in a
very small quantity or very small measure, that is the key to ultimate improvement.
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Kaizen is, therefore as important, if not more important in the long haul as the innovation
philosophy. Any questions? As you see, one is not sufficient, both are necessary; one is

not sufficient, you have to have both and balanced way.
Kaizen therefore, is a people oriented approach too, which promotes discipline,
participation and involvement, skills development, morale improvement and the
communication improvement, both vertically as well as horizontally across the
organization; high people orientation.
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Kaizen does not exclude efforts for innovation, as we said, and new ideas and once that

is achieved, Kaizen efforts maintains it and improves it. Now, what is trying to signify?

You say, innovation can merge in with the Kaizen effort very logically, you are having

ut

good Kaizen effort, gradual, incremental improvements and then, you have an
innovation, which dramatically raises the outcome, but you still need Kaizen because
having raised, that outcome to maintain, that dramatically higher level of outcome or
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performance to sustain it and to again keep on improving it till the next innovation
comes, what is it that you require? You required the same lowly, if I may say so, Kaizen

vt
us

to push it along, push it along, so both have a place in the sun. Any questions?
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The Kaizen management practices - a management oriented Kaizen is crucial if morale
and momentum are to be kept up. The Kaizen practices outlined by many companies

focus on the operational elements of the product and service quality, which clearly are

ut

management driven. We have said earlier in the last lecture, that for quality control,
which is total, that is, total quality management, you require champions, it has to be led
by senior and top management. So, here too and therefore, necessarily becomes a cross
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functional effort. Why cross functional? Because if management has to drive it,
management is in charge of all the functions, they will deploy all functions into the effort
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and hence it becomes cross function.
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Some of the important operational practices, which the Kaizen philosophy incorporates
are as follows: total quality control, the father of the TQC, total quality control is Doctor
Armand Feigenbaum and the Japanese were the first to discover it. You see the irony of

ut

this, he was not the Japanese, the Americans did not recognize it, who discovered, so to

say, by recognizing it for the hidden potential it had for improving the quality and

there.

ol

productivity, it was the Japanese. That is why we say the Japanese discovered it, it was

Feigenbaum defines the total approach to quality involving everybody in the process,
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manufacturing or otherwise, all branches, whether marketing, finance, HR, everywhere.
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To Feigenbaum a simple way of managing a business, managing a business organization
needs a customer oriented, cost effective quality management progamme that all the

people in a company can relate to and furthermore, commit themselves to. You see, he is,

ut

in that sense, really the father. All these concepts of customer orientation, quality
management effectively, people involvement, people commitment, which later came out

ol

in all the other tools and techniques, he enunciated those.
The philosophy of Feigenbaum’s approach reminds us all of the ideals of another quality,
that is, Deming, but its philosophy also relates to another Juran, particularly in the
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advocacy of the four steps of an effective quality control system, which are setting of
quality standards, appraising conformance to the standards, acting when the standards are
exceeded; acting means intervening. When you exceed you do not sit quiet and rest on

the laurels.
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And last, planning for improvement in the standards, that is what the action, which you
take.

ut

Feigenbaum’s philosophy traces the need for quality mindedness throughout the
organization. This needs a serious programme of quality education and participation
aimed at stimulating and building up operator responsibility and interest in quality. You

ol

see, the people orientation, you are now focusing and addressing each operator, that you
have a responsibility, you have to have a commitment to quality; you have to take
interest in the quality. So, it comes right down to individual operator, essentially a people
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oriented effort.

This programme should have the complete support of the top management and its culture
should be allowed to develop gradually within the company. It has to be nurtured
because culture is a thing, which does not develop dramatically and fast. A culture can be
destroyed also, but again, it is not possible to destroy a culture very fast, it is a slow

mature process.
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Feigenbaum’s definition of a total quality control system encapsulates his philosophy,

which can be summarized as follows: total quality system, TQS, is the agreed, that is this
bilateral agreed, company-wide and plant wide work structure, documented in effective,

ut

integrated, technical and managerial procedures for guiding the coordinated actions of
the people, the machines and the information of the company and plant, in the best and
most practical ways to assure customer quality satisfaction and economic costs of
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quality. So, it is a very broad based and comprehensive definition.
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After Feigenbaum there have been an illustrious line of other Japanese exponents of
quality and quality control. Professor Ishikawa, pioneer in Japan of certain quality tools,
such as, the cause and effect diagrams, also called the fish bone diagram and the
movements, such as quality circles, which we talked about a little in the last lecture, is
also associated strongly with the company wide quality control.
And professor Ishikawa strongly believed in the provision of a proper quality control

io
n.
in

education. You see, he went a step further, instead of involving only workmen, trying to
get the commitment of individual operators, he said, that the involvement must take the
form of active education, educate them, train them, they are not engineers, they do not

have that knowledge, but you impart the knowledge to them as an organization, initially
to factory foreman and supervisors and subsequently, to grass root level workers in its
time.

And even today, I dare say, it is a revolutionary concept. There are not many

organizations in our country and elsewhere, who will take the responsibility of educating

ut

their workmen at the grass roots level possibly because they have not internalized and
they do not believe that that will have a business outcome, which is good. That means, in

the long run, such education to people in the lowest level down the line will yield
economic benefits to the business. I do not think they have internalized that and they do

ol

not believe in, but this is what professor Ishikawa started.
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And how, how to impart this education, because there was not enough material for that
level, pitched for the level, whereby you could educate workmen. So, to facilitate the
education, he produced himself Down-to-Earth text books for quality circle members.
So, he himself wrote these books concentrating on simple statistical techniques for data
collection and presentation, which would help in sorting out the administration of
possible causes of variation and their inter-relationship.
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What does that all mean? Means, the norms are set, you are having variations, you want
to analyze why the variations are coming because wide variations means bad quality. So,
simple statistical method, which otherwise known only to the engineers in the office, he

wrote the simple methods and educated workmen. Such as, tools and such as, you know,

tools, which we called cause and effect diagram or Ishikawa diagram is called after him
or fish bone diagram.
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And an important requirement for an effective application of this technique is open group

communication if you want to educate and participation, which Ishikawa viewed as

critical. We have talked earlier of the closed shop, closed system in relation to
communication channels, well here is the opposite. Professor Ishikawa believed that in

order to be effective in applying the education programme to workmen, you have to
adopt very open group communication and participation.
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Ishikawa is also associated with company-wide quality control movement, which started
in Japan in the years following the visits of Deming and Juran and which was concerned
with company-wide participation in the pursuit of quality and its control from top
management to the lower ranking employees. This was another revolutionary thought
because prior to this movement, quality was supposed to be the responsibility of the
quality control department and at best, the quality control manager was the boss, the
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head honcho for quality.
Top management for the company, the organization did not consider it necessary, was
treated as a specialist department. Now, the whole thing has become topsy-turvy, in the
sense, quality is a business of everyone, top to bottom and side-to-side, entire
organization has to be involved in the quality; any questions?
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Then, here is another, Kanban, just–in-time systems. Kanban in Japanese means
signboards or labels, that is, something that is being left behind at a specific stage of the
process. Say, it is an assembly line or a manufacturing cum assembly line, so you have
different processes. And the process, from one process to the other, the work is flowing,
so something, which is left behind at a specific stage of the process to signify, that a
collection of a quantity of parts is taking place. Why collection of quantity? Because
operation for that part of the process is over, so you collect the parts, take it to the next
process.
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When all the parts have been collected, the same Kanban, which means the label or a
signboard or a job card, is sent further back to an earlier stage of the same process. Why
back or to a preceding process? Which time, that signboard becomes an order for more
parts. So, you see the simplicity of the system, you do not stock parts at each work stage.
You finish at one week and send the order card or the signboard back, signifying is over.
So, we require more to do the next process. So, just-in-time, when you have finished the
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process at this work stage, the previous work stage, which is feeding to your work stage,
they supply the parts and that is why, you do not carry any inventory at your work stage.

And imagine a situation in a large factory, where you have several processes running and
work-in-progress or work-in-process; at each stage of the process you have inventories
of working. If you cut all that down, you have a huge savings in lowering of your
inventory cost in the work shop.
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So, Kanban can be viewed as an instruction requiring the operator to perform a given
task, that is, to produce more products or move the material. Now, when it was first
proposed in our country, it was found to be very, very funny because people,
manufacturing managers and the people down the line of manufacturing never believed,

that this could be done because how could you not have at each work stage, alright, a
buffer stock. Because your work stage may have more efficient processing, in which case
you finish off and then, what do you do, there is a work stoppage. So, you have to have a
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buffer stock, so that at all times you are ensured, that you do not stop your work because
you do not have input material.
And people thought, that it is just not possible to have an assembly line or a processing
line where there is no buffer stocks at each stage, so then there will be chaos, there will
be work stoppage. But now, many Indian companies have been able to achieve it and
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what is the secret, what is the key to JIT?
The key is, that each work station, what they are processing, has such high quality, that

no rejects are there. The time, in which they are processing, it is exactly as per the
benchmark. So, as is written down on the process sheet, the processing actually happens

every time and all times as per that time and quality, no stoppage. You can immediately
supply it to the succeeding line and so on.

So, therefore, you see the secret of Kanban is, you cannot have Kanban unless you

improve your quality to some threshold limit, not only in one department, but across the
whole factory and then, I say that it also means departments, which are not on the
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workshop floor: purchase department, procurement department, stores department,
issuing department. So, the whole total quality management, you have raised the quality
of the entire organization to a level where you can introduce just-in-time work floor and
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of course, the savings in the manufacturing setup is massive because we imagine what
are the inventory costs of a large organization.
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The underlying principle is that all the necessary parts are received and delivered
promptly, only when they are needed, they are not sitting there before that thereby,
cutting down of waste storage space and inventory cost and saving the cost of work in
process. Any questions?
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The importance of Kanban communicating procedure has made it synonymous with JIT,

just-in-time production systems, first employed by the Toyota motor company in Japan.
And inherent in the JIT principle is the understanding, that people responsible for a

ut

particular process are the suppliers of those responsible for the next process, as we said,
and the customers for those of the preceding process. Internal customer concept is in-
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built into this.
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Jidohka, here is another system. Taiichi Ohno, the pioneer of Kanban system in Toyota’s
plant, combined the Kanban system and extended it with another structural feature,
which in Japanese was called Jidohka or autonomation, what does that mean? This
means, that an automatic mechanism stops the entire production system whenever a
defective part is found along the process line. Imagine, it is an automation technique,
where they are scanning all the parts, which are flowing down the line and any defective
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part, which is scanned, the line is stopped because you do not want that part to finally, go
into an assembly and then, found out at the last stage where it is rejected, and there will

be large number of these assemblies with this defective part, so nipping the evil in the
bud, as they say, alright.

When the automatic system stops the entire production system, whenever a defective part

is found, appropriate adjustment then take place, so that the major problem are prevented

from arising in future. Now, this of course, is applicable as you have realized only where
you already have very high level of quality manufacturer, high level, otherwise what is

going to happen? If you automate this, then every few minutes you will have defective

ut

parts coming and the whole assembly line stopping. So, I would say, this is a refinement,
which is luxury of those who have already achieved a high level of quality.
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Poka-Yoke, the Japanese quality specialist, Shigeo Shingo developed the concept of
Poka-Yoke, which means defect is equal to zero, found very ambitious. That means there
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should be zero-defect, meaning mistake proofing; mistake proofing. There is another
term, you may have heard, call fail sating, that is, fail-safe. This is in relation to safety,
that if there is any failure, at least there is a measure built-in, which makes that failure
non-accident that means, no one is hurt or injured; money is wasted, time is wasted, but
no one is hurt or injured, fail-safe, so this is mistake proofing.
Source inspection is aimed actively to identify process error before they become defects.
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So, now, you imagine a situation where you are processing sheet metal, let us say, and

making cutouts, they are on a power press. Imagine, if the press tool, which you have
mounted, if they are not maintained properly and the tool become blunt, then what will
happen? The cutouts you are making will fall or will not fit within the tolerance specified

on the drawing. So, this concept of Poka-Yoke is to identify process error before they
become defects. So, error in the process is bluntness of the tool, which you are using,

you have not been ground, identify, take action. What are you doing in effect, the error,
which would have, either the defect, which would have come and reflected in the faulty

ut

part is eliminated.

When identification takes place, the process is stopped until the cause is determined and
eliminated.
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Monitoring potential error sources takes place at every stage of the process, so that
errors, which lead to effect are detected as soon as possible and corrected at the source,
rather than at a later stage.
And of course, then what happens? Even if there is some process defect, it does not
ultimately cost the company dear because you do not have huge wastage due to rejection
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and so on.
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Small group activities, SGA or quality control, which we touched upon and this is just to
reiterate, that these are activities of informal groups, which members meet occasionally
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on a voluntary basis with the main purpose of problem solving. And these comprise of

people from the management and the workforce, as well as suppliers and subcontractors.
So, in a sense, is cross-functional, why? Because when you have a problem, after all this
is a problem solving groups and these are informal groups, as we say, that means, these

people who come together have a high commitment to the work, high commitment to the
organization. Sometime they do it in their own time after the shift is over, not in

company’s time.

Because of their enthusiasm and their commitment and they comprise people who are
mangers, also suppliers, contractors because the problem, the contribution may come
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from any source, can come from the suppliers, can come from a defective design, which
has been done at the management level and so on. So, all this is cross-functional.
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And then, these people work on an equal basis when they come on to the quality circle

team. No one pulls rank although they may be managers and they may be ordinary
workers and they may be suppliers, but they work on equal basis, which strengthens,

ol

alright, the team’s spirit, helps in setting up attainment of reasonable targets, improves
morale and communication, promotes initiative and specifically, develops the ability to
solve problems.
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Over the years there have been many such types of groups, such as, safety group,
productivity committee, zero defects movements, quality control circles, mini-thinktanks, et al, so many of them, but essentially, the concept is small group activities for
problem solving and done jointly.
Barriers of rank, barriers of organizational borders, like suppliers, customers, they are
lifted and they all work as a team and they produce synergy of these. The most widely
used name is quality control circle, QC circle, pioneered in Japan by professor Ishikawa,

as we saw a little earlier on.
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Initially, these quality circles represented study groups, typically consisting of 6 to 10

people, aiming towards the educational development of their members. Generally, the

education was to study the quality techniques, like statistical techniques on quality
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control, study of simple problem solving techniques, like pareto analysis, brain storming
session, cause and affect diagram, frequency histogram, control charts, etcetera.
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Study of reports of improvement projects carried out by other quality control circle
groups was incorporated as 2nd part of the education. Participation in actual projects was
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the 3rd stage where the implementation of the lesson learnt in the education was
achieved. So, it was step by step process, first educate, then you observe or other circles
have done, then you yourself come into the circle and you do it yourself and then you use
the knowledge, which you have gained in the education process. Quality circles, control
circles are not restricted to manufacturing industries, but also to the service sector,
administration, sales, office work, etcetera, etcetera, it is all encompassing.
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Kaizen and Deming, the Deming is a guru of the Japanese quality movement and they
really revere him. There are many principles in Kaizen that are identical to certain of
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Deming’s management rules. For example, the obsession with never ending quality
improvement; the responsibility of the management, not only the quality control
department or the workers; the relationship with the suppliers; the process oriented
approach, as distinct from the product oriented; total quality attainment, all departments
all spheres; striving for long term and sustained benefits, rather than short term profits.
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The PDCA cycle as a philosophy of work plan does check and again take action. The
importance of communication and education, development and involvement of all

ut

employees in quality related activities.

So much so, that it is difficult really to distinguish most of the Kaizen principles from the
Deming ideals, but this is not surprising because Kaizen represents the basis of Juran

ol

business philosophy and the Japanese business philosophy was inspired by Deming’s
teaching; that is why he is revered as a guru, any questions on that?
You have seen Kaizen benchmarking TQM, the interrelationship between these tools and
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techniques for overall improvement of quality, thereby cutting cost and thereby tackling
the contemporary issues, which basically relate to ruthless competition and struggle in
the market place.
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Now, there is another technique called mentoring. It is not a new technique, it is as old as

the hills, but somehow it was there in hibernation practiced here and there in a few
companies. Now, again, as the monster of competition has risen up, everywhere cloud

ut

hangs low. We have various companies delving into the past and bringing out tools and

techniques, polishing them up and trying to use them all for the same cause, cutting cost,
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becoming more competitive, surviving and prospering.

So, what is mentoring? Mentoring is a relationship where one wiser and more
experienced person in the organization assists another person to grow and learn.
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Experience, skills and a genuine desire to help are more valuable assets in mentoring
relationship than age or position. So, if you have a mentor, it is more important, that he
has this attitude, alright, experience to help and a genuine desire, which are more
important than what position he has been in before he became a mentor or he is in, as he
became mentor.

Open an assertive communication and trust of both parties are essential. So, one of the

disadvantages of mentoring, maybe, that it results in perpetuating of old ways at the
expense of diversity and development. What does it mean? What it means is mentor,
after all, is an older, hopefully wiser person who looks after as a friend, philosopher and
a guide, younger recruits into the company, to guide them, to mould them into the culture
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of the company, to warn them to avoid pitfalls, to solve some of their problems as it
comes, because he is experienced.
Usually, he has held senior positions also, but the flip side is, that if you have all the new
people who come in, they are molded by wiser and older people of the organization into
the same culture, then you have a kind of situation where the fresh winds of change may
be shut out close the windows. And then it becomes, alright, a self perpetuating kind of
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culture, which may lose touch with the changes in the environment. Fresh air coming in
from outside means, what? That means, you are in tune with the environment, which is
outside and if you fall out of step and you are not in tune with the environment, that
becomes a genuine danger, so that has to be avoided in the mentoring process.
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So, in a mentoring process, organization may choose to do three, three ways of
mentoring. Leave the mentoring as an informal process, do not have a policy, which is
written down, leave it, let it be known, that those mangers, senior people with a wealth of
experience who are so minded and would like to help. Well, they may go ahead and kind
of adopt some prodigies and give the wise council to them, so that they learn and grow.

But it is informal, in which case it works randomly and its impact on the individual and
the organization will be a matter left to chance and will be largely unrecognized by the
organization. You may have had few managers, who were excellent mentors, but the
organization does not really know, they retire and they go away, it is random.
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So, many organizations, they follow another policy, call help mentoring, so it is not fully
informal or random, but formal or semiformal, providing the environment where
mentoring is regarded favourably, self-development is encouraged and it is acceptable to
take time for mentoring activity.
So, which is important, that means, it has the sanction and the encouragement of the
management. So, in that sense, it is management supported and not totally random. So, if
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you are a mentor and acting as a mentor to five or six other junior people, you can ask
them to come away in company’s time and talk to them, council them. It is not as if that
itself is not allowed, it will not be seen, that they are wasting their time coming out of
their departments for the mentoring sessions. So, it has the management sanction.
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Third way, that management organization scan, do this mentoring process is focused and
development by which it means, it is a formal system, design a mentoring tailored to the
achievement of the organization’s specific, that means, probably the HR department of

that organization is given the role, that we would like to have mentoring programme in
our organization.

So, please make a mentoring scheme, identify older experienced people and when
youngsters come into the organization, you allot the youngsters to these wiser and older
people, take stock of the mentoring, measure it, see that it is helping and so on. So,
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formal system and this formal system, that is, this approach will harness the benefits of
effective, informal mentoring within a formal and managed framework. Is that clear?
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So, here are some of the reasons why organizations have mentoring programmes.
Induction is one reason, that is, when new people come in to help new recruits, trainees
or graduates to settle into the organization, to settle in, to mould themselves, tune

ol

themselves with the organizational informal culture, to know the ropes of the
organization. Then, skills enhancement, to enable skills to be passed on in the workplace
by experienced, highly competent staff to others who need to acquire specific skills.
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Then, career development, to help staff in the planning, development and management of

their careers and to help them become more resilient in times of change.
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Resilient means what? Resilient is you do not crack up, you do not brake, change comes,
turbulence comes, trauma comes, but you can weather the storm, that is resilience in

self-motivated.

ut

times of change and more self-reliant in their careers and self-directed learners, that is

Then, affirmative action mentoring can be used to assist women and minority groups to

ol

redress the imbalance at the higher level in the organization. Sometimes they are
discriminated against, provide support and help to overcome barriers that often block
their progress. You have heard of the glass ceiling glass ceiling that means,
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discrimination to minority groups, like women, particularly this refers to women, up to a
level, say manager level and no more. There is no written policy, but there is an informal
barrier, that women cannot raise to the top level of the organization. So, affirmative
action, alright, is one of the ways, mentoring is one of the ways, alright. You can

organize this affirmative action and prevent this malice.
Leadership and management development, that is to encourage the development of
competencies more easily gained through example, guided practice or experience than by
education, training. What does it mean? It means that business is very much an applied
science and art.
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If you have a mentor, that is friend, philosopher, guide; your boss also in a sense can, can
be that, but usually, it is disassociated, the mentor is disassociated from the person who
has your direct performance review, appraisal and rating, see.
So, if you have such a man, then you adopt him as an ideal. He has made his mark in the
organization, he obviously has certain style, he has played certain roles, he has certain
skills, he enjoys competency, which he will tell you, he will guide you and that way, on
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the job learning become the powerful motivator for you for self-development, selflearning and the organization gains because in a sense this is very powerful than just

education and training programmes. They send you to, for management development,
clear.
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Education support, to bridge the gap between theory and practice. Formal education or

training is complimented by the knowledge and the hands-on experience of competent

practitioners who are the mentors.
And then, organizational development and culture change, to share the values, the vision
and the mission of the organization, to communicate and work on a one-to-one basis, to
develop required changes. Because the myths, rituals of the organization, the history, the

older people, the mentors, they know about this and they tell their prodigies about it and
bring them in culturally into the organization.
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Customer service, to model desired behaviors, encourage the development of
competencies, motivate for service quality and above all, to cultivate the right attitudes.
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Staff retention, is one of the last benefits, that is, to prevent attrition of trained personnel

who, if they are not fitted into the organization, may get demoralized, leave the
organization. When they have a mentor they feel they have an anchor, a (( )) anchor. In
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times of trouble you can go to them, they will guide them, council them or other times,
they will tell them how to develop, how to grow and so on.
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So, mentoring benefits to the organization: increase in moral and motivation; better
productivity; discovery of talent; development for leadership for future survival and
prospective, that is, the top management team development; communication of values,
goals and plans; demonstration of personal and professional standards by the mentor;
achievement of excellent service; fostering of shared value and team working, shared
value of the people of the organization, which forms the basis of the culture of the
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organization.
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Enhancement of leadership and people management skills of managers; reenergizing
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plateaued managers, that means, managers who have kind of reached the end, what we
call sometimes promoted to the level of incompetence, that means, you cannot progress
further, sometimes mentoring helps to reenergize and progress further. Increase in staff
satisfaction and building a learning organization. We talked about it a bit in the last
lecture, that team working is one of the drivers for learning; organization mentoring also
contributes towards that.

So, we end this lecture, alright. Thank you very much.
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Contemporary Issues in HRM – III
Good afternoon, good afternoon. In the last two lectures on the topic of contemporary
issues, we have dealt with Kaizen, benchmarking, total quality management and the like.

But talking of contemporary issues, and in the course on human resource management,
course will not be complete unless we talk a little about change management and also
learning organizations.
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So I will first talk of change management. Change management has assumed a very

important consideration, since the time, a few years ago, when the Indian economy set
course on the part of liberalization and the world too with the WTO progressing; set its
course on the globalization of trade, business, economy and financial markets and the
like. The result was of course that change was very rapid and competition grew at a very,

very high pace. And therefore, was managing organizations for the human resources
manager, for the human resources development, change, an adaptation to change,
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meeting change, overcoming change, riding with change, has become all the more
important.
Now, what are some of the determinants of the change? One of course, is globalization.
But the changing nature of the employees too is one of the reasons, why we see change
in organizations, and why we also need to adapt the organization to meet the changes in
the environments. Today, we have more and more educated employees, we have more
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and more women joining the workforce, and we have a multiracial workforce in our

organizations. Technology, computers for information processing on the work shop flow,
CNC machining centers, robots for industrial work all over the factory; sometimes
making the factory innocent of all people.

You can have factories today, which have entirely practically managed by robots and
intelligent machinery. Economic shock is another cause for change. And in the recent
decade, we have seen a number of these shocks, the oil shock, south east Asian real

estate and currency collapse, competition, E-commerce, globalization and consolidation

ut

amongst industries in order to meet the competition.
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And changing social patterns, rise in divorces, delayed marriages, smoking becoming
stigmatized and so on. World politics: Collapse of the Soviet Union, German
reunification, collapse of apartheid in South Africa and so on. All these are the
determinants, these are factors, very broad macro factors, which has assured in change
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the world over and organizations. I have to cope with change and overcome change and
emerge victorious for growing and prospering.
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Now, if you look at change conceptually, you may say there are two types of changes;
one is the planned change and the other is unplanned. Change may be sudden or
accidental, planned or goal oriented. Change is caused as we said, by various
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determinants, by the changing forces in the environment, in which the organization
operates. Change also varies in magnitude; we can say that the first-order-change is
linear and continuous, that is incremental in nature, and the second-order-change is
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multi-dimensional; change along many fronts and multi-level, across many levels and
discontinuous and radical. So we have the planned change and the sudden or radical
change.
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Who are Change agents? Change Agents are the people, who manage manage the

planned change. They catalyze and drive Change. They may be insiders, that is managers
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or employees of the organization itself or they may be outside consultants.

When we talk of change within the organization to cope with the changes in the
environment, what are the items or what are the structures or what are the departments of
divisions or the work elements within the organization, which requires change, which
required to be changed. Well, one can look along broad lines; one can look at the
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structure of the organization. The change can take place in authority relationships,
coordination mechanism, job redesign and so on. Change can occur in the technology,
the methods of processing work, and changed machinery and equipment, modernization
and the like.
One can talk of change in the physical setting also; the space, and the layouts, and the
work flow patterns within the factory. And of course, one can talk of change in people,
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which means changing of skills, upgrading of skills, changing attitudes, changing
expectations, changing perception, changing behavior, and in short change in culture,

cultural change. Is it easy to do that? Of course not, because the human being eternally
seeks stability. Remember that, we all are very comfortable with familiarity, familiar

conditions, familiar work, familiar people and we do not like, we have this comfort,
when something uncertain occurs or when we are in an environment, which appears to us

unknown, it appears hostile; so we like stability, we like equilibrium. Therefore, when
we are confronted with a situation, where stability is threatened, when this equilibrium
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looms on the horizon, we martial our efforts to resist change.

So resistance to change is natural and universal. It cuts across all countries; it cuts across
all cultures; all human beings; it is natural for them to resist change. And resistance to
change can be benign as it makes system stable. But that can also be done when you
have uncertain turbulence occurring in the environment; you have to cope with it; so you
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change something; that change you may call benign, because you are changing to resort
to the status quoso to say or to make a new situation, where stability and equilibrium
again comes. But change can also be dysfunctional when it opposes planned changes
right. Resistance can oppose the planned change and by to cope with the environmental
changes, which the management wants to bring in; although it may be good for the
organization, but people within the organization may not perceive it as such, and that
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then becomes the dysfunctional resistance.
Resistance may be overt; it may be immediate, it may be implicit or it may be differed.
Overt and immediate change is easier to deal with by management. Why is that? Simply

because overt is something which is on the surface, which is something which you can
see, right. And immediate change is something, which is here and now, which is more
visible you can observe it. And therefore, you can respond and try to cope with that
change; but something which is differed, which is implicit, which is hidden; it is there,
but you cannot see, it has a management. Those are more difficult to deal with.
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So resistance is therefore we categorize into this four categories. Factors that can resist
change: Now take the human individual, he resists change by selective information
processing. What does that mean? That means he chooses, he or she chooses to see in
whatever data and information, which the management provides that which suits him or
her to see. Habit is another factor, which causes people to resist change. Security:
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Security is the familiar surroundings, no uncertainty, one feels secure so one resists
anything that comes to upset that security.
And of course, economic factors: Change can bring with it reduction in benefits,
reduction in jobs and so on; and these are very life and death economic factors which
may affect people. And of course, fear of the unknown: If there is going to be a change,
if there is going to be a restructuring within the organization, and you can transfer to
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another department of the organization, you may have to be retrained; that means skill
which you have learnt over the lifetime so to say of your career, you may have to unlearn

some of it, relearn new skills and techniques, which may take you some amount or give
you some amount of discomfort, which you may not be able to master. And these are
various fears, which are unknown in the unchartered area, which you are not sure to be
able to cope with, with any amount of shall we say distinction.
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Apart from the individual change, let us consider organizational resistance. So the
individual resists change, but there is something called the organizational resistance too.

Threat to existent existing resonance allocation or resource allocation. Every department

and every organization has got some allocation of resources and since resources are
always limited alright, there is always a allocation, where some gain and some lose. And
in the process, the managers and people they fight for limited resources. So the
organization in that sense, in terms of its departments and its people alright they resist
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change because of the unknown; you do not know whether you lose some of your
resources, which have been allotted to you.
Structural inertia: Just like we say, individuals by habit, they do not want to change. So
by habit means a inertia; you are familiar with doing things in a certain manner, familiar
with certain people and you do not want to have anything unfamiliar. So, in the
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organizational context, we can call it as a structural inertia.
Set to limited established power relationships: See, whenever you have change in the
organization, there will be issues of restructuring; there will be issues of reallocation of

powers. So, whatever the power center that exist today are likely to be changed; and
therefore, you may lose some of your power; someone else may gain some of your

territory (( )); therefore this comes as a threat, so organizationally you resist it. Threat to
expertise: Say, you are used to manual systems when computerization comes, at that time
you change over to the information technology.

And you feel that the the new expertise which has come, you will not be able to cope
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with; therefore you try to resist it; and the same on the shop floor; you have conventional

machines, you try to introduce, CNC machines and the worker has to be retrained.
Something new which he had to do, something unfamiliar and it becomes a threat. It
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becomes in his perceptual, something which will take away his skill; a - highly skilled or
fitter workmen or highly skilled electricians. If you have computers and robots taking
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over the job obviously there is a threat and therefore there is resistance.
And then group inertia: As a group, all of us tend to fall into a kind of group someone
else; that means the inertia prevents us from moving; change denotes movement, denotes
action. And the group inertia is something which organizationally, it keeps on doing the
same thing over and over what is familiar with them, and the group collectively resists
the change right. It is like the boiling water-frog syndrome, you heard about that; you put
a frog into a can of water and heat it slowly, as the water keeps getting warmer and
warmer and hotter, the frog swims around. And then the frog getting more agitated, it
swimming around until the temperature is raised to a point where the frog dies. This is an
illustration often given to show that group inertia right.
Structural inertia is something, which allows or which makes organization even succumb
die without adopting course of action, to make a change, which could have prevented the
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death. And on the other side, say you have a can of boiling water, and you throw a frog
into it, what will happen? Promptly the frog will jump out. This is another example given
to say that if there is a radical change, radical underpidding of your business, swept
away, and you are in a cataclysmic crisis; very often you find that the group activates
itself. The group inertia disappears and therefore, change is assured, and that saves the
situation company save, you do not succumb; the frog, jumps out of the can of boiling
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water. So these are some of the analogies, which are given to illustrate the fact that there
are two types of changes.

Radical change, although it seems very much more or very much worse, in a sense, it is

better, because you can react to it immediately, and not let the inertia of your company

right prevent you from taking those necessary steps without which you will perish in the
end, in case if you have only incremental changes over a number of years. Any questions
upto now?
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So having said the change is inevitable; change is there all the time, we have thus two
types of changes; human beings resist change, which is natural, so how does a
management? Manage this resistance to change and assuring change? So one is
education and communication; education and communication. Participation that is
systems policies and procedures, which have to be brought in; where you broad base the
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decision making; which means participation is really participation in decision making at
various levels.
Facilitation and support by management. Negotiation: Sometimes management has to
negotiate with groups of workmen, who are resisting change as settlement comes,
whereby it is agreed that the change will be accepted, provided x, y, z. Manipulation and
co-optation; which means that there is some amount of Machiavellian practices, which
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some managements use to assure in change. And of course, coercion; one can never get

away from that, when you bring in change as a management without going into the
ethicality of it. Coercion is used very often in order to bring change into an organization;
why because in order to resist right or in order to move the resistance, which you meet
when you are trying to bring in change.
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So here is a theory of change management, Lewin’s three-step model. It says you have

unfreezing, movement and refreezing. What is unfreezing? Efforts made to overcome the
pressures of both individual resistance as well as group resistance right as well as group
conformity that is status quo; no change, no movement. The second step is movement to

a new state of status quo. So, you change the stability, you have disequilibrium, and then
you go to a new state and bring in stability; that means you have to put an alternative
action plan, an alternative model, an alternative stable situation, where management
would like you to go by changing your present situation. Once management has achieved
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to assure the change, one cannot afford to change stable situation again becoming
uncertain; so refreezing it from one state. So conceptually, change means unfreezing
movement, which is the action to the new model.
Action research is a change process, where there are sequential steps like diagnosis,
analysis, action, feedback and evaluation. So these are the processes sequentialy that you
have to follow over all at a macro level, when you are trying to bring change in the
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organization. Now, in order for you to bring in change, you have to take certain actions,

and often these actions, which are taken to bring about a plan change in the organization
is called organization development or OD for short.
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One definition is a collection of planned change interventions. Intervention is actions
taken by the management. Interventions built on humanist democratic values, this is the
key words of this definition. Humanist democratic values that seek to improve
organizational effectiveness and employee well-being. So the key word here in this
definition are intervention, which is something, which is planned and executed by
management based on humanistic democratic values. And why does it do that to improve
organizational effectiveness and at the same time, employee well-being; the employee is
very much the central focus.
The underlying values of organization development efforts are and this is important,
because this is a humanist democratic value based intervention is a - respect for people, b
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- trust and support, c - power equalization, d - confrontation. By needs of confrontation,
it means what is a constructive confrontation? That is, in order to overcome resistance to
change with mutual respect but constructively that is giving alternatives, which are
acceptable, one confronts and not brush problems under the carpet as if the problem did
not exist.
And then participation: Participation is for us involvement for large number of people in

io
n.
in

two or three elements that is of course, information sharing, sharing information; thereby

trying to get involvement of the people, and then which results in Participation. And

finally, participation there reflects itself into some sort of commitment, which is the

people have to the new changes, which is the management is trying to bring about.
So,any questions about that? So, in Change management, organization development is

necessary. These are the interventions right, which the management have to take based
on a humanistic democratic philosophy.

vt
us

ol

ut

(Refer Slide Time: 25:08)

And there are some techniques of OD interventions like sensitivity training that is
seeking behavior change by unstructured group interactions; this is a psychological

technique, which is used with groups of people in trying to change their attitudes. Survey
feedback: The questionnaires to elicit or identify discrepancies amongst members,
perceptions. There is you take a questionnaire, you give it to each of the member often

anonymously they answer it, get it back, you analyze, collate everything and then you get
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from that a feedback about what your employees think about the organization, the
management, of their conditions of work and so on and so forth.
Process consultation: Building awareness and insights of the self as well as others right.
Team building: High interaction amongst team members to build trust and openness.
Intergroup development: Changing attitudes, perceptions and stereotypes that the group
members have of each other. There are very important considerations; these stereotypes
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which people have of each other. For instance, the accounts departments are often

viewed as stodgy people, number crunchers, who are very loathe to give you any money

to make payments; then it is a stereotype, which is often exists about people who work in
the accounts department or people working in the sale department is that they do not do

work, they are flamboyant, they are not very reliable because they talk too much, they
make a lot of promises which they do not keep, and they go meet clients and tour the

country wining and dining with people and not much work is done. So, this is a kind of
stereotype about people working in the marketing and sales and so on.

ut

Intergroup development is aimed at changing these attitudes and perceptions and

stereotypes that groups have of each other so that they see the reality of the situation and
then it makes it easier for them to adopt the new ways of working; and they see clearly
what is the interdependence, which each group has on the other, and the synergy that can
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be created if they have the right attitudes about each other and work together. So that is it
about change management; and as I said earlier in this lecture, we also touch upon the
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topic of organization learning and learning organization. Now, what is the difference
between the two?
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Learning Organizations can be defined as organizations, where people continually
expand their capacity to create the results they truly desire, where new and expansive

patterns of thinking are nurtured, where collective aspiration is set free, and where

ut

people are continually learning to see the whole together. Now, this is by Peter Senge, a

very famous gentleman, who has talked about learning organizations and written
futuristic scenarios of what is going to happen in society. A company that can respond to
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new information by altering the very programming by which the information is
processed and evaluated; now this is the definition given by MC Gill in 1992.
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So the concept, then as per these definitions that you can of the learning organization is
based on the saying learn as if you could never have enough of learning, as if you might
miss something that is there are always opportunities in the organizational environment
to learn and it should be a passion, a commitment and an obsession that you will miss
something if you do not continue to learn all the time to see the learning organization.
And I said earlier on let us see what the difference between organizational learning and
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learning organization; well the best way is by giving an analogy; if the final product is

the learning organization, then organization learning is the process by which you make
this product. Learning organization can also be said to be the ultimate goal that you want
to reach, and organization learning is a process, the action by which you reach that goal.
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So, this is basically in essence the difference between learning organizations, and
organizational learning. Now, some of the components which form the basics of learning
organization, because ultimately, one of the contemporary issues is within this
competitive environment. We want to achieve a state in our organization, where there is
continued learning happening all the time, and where we become a learning organization.
So, some of the components in order for us to reach the state is systems thinking,
personal mastery, mental models, shared vision and team learning. Now these are (( ))
the five components by which learning organizations can form and can be made.
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Let us look at them one by one. The conceptual cornerstone that underlines or underlies
all are the five learning disciplines, (( )).There is a thinking - systems thinking, what does

that mean? That means you think always of the organization, and of the issues which are

ut

confronted in a holistic manner. You think of it in a macro level first. That means you

take the helicopter view instead of analyzing it immediately, and looking at the
constituent elements; you can should do that, then this theory says you will miss out the
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wood for the trees. You have heard that if you are standing in a forest with very tall trees
around you, the trees become very important; they become the focus of all your
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attention.

And you do not really know how big or how many trees there are you lose focus of the

fact that these trees may belong to a very small forest or it may belong to a very large
forest. So the overall focus is lost; say, you go get on to top of a helicopter, and go on
top, you can immediately see the focus of whether it is a small forest or large forest. So,
the helicopter view is the holistic view. So systems thinking is the conceptual
cornerstone that underlies all of the five learning disciplines, seeing relationships rather
than linear cause and effect chains. Linear cause and effect chains are looking at
components, because of this cause this outcome happens, because of this behavior you
get this result. So instead of looking at that, you look at interrelationships amongst all the
constituents of your organization, seeing patterns and world as a whole as it grows more
and more complex.
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What are snapshots? You still camera, you take a snap, it shows people frozen in time
and space, but you are moving camera, what do you see? If you see the same people
interacting with others; you see movement; you see a process happening; makes reality
more manageable and antidote for a feeling of helplessness. Systems Thinking is an
antidote for a feeling of helplessness, because when you see the larger view, what is
happening at a macro level, and then you find solace and solutions hopefully to see how
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you can cope with it instead of looking at one little component of it, and then falling into
hopelessness.
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So in essence, this is basically the difference between learning organizations and
organizational learning. Ultimately, one of the contemporary issues is within this
competitive environment we want to achieve a state in our organization where there is

continued learning happening all the time and where we become a learning organization.

Some of the components in order for us to reach the state are systems thinking, personal
mastery, mental models, shared vision and team learning. Now these are the five
components by which learning organizations can be made.
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Let us look at them one by one. The conceptual cornerstone underlines or underlies all of
the five learning disciplines. There is Systems Thinking, what does that mean? It means

that you always think of the organization and of the issues which are confronted in a

ut

holistic manner. You think of it in a macro level first. That means you take the helicopter
view instead of analyzing it immediately and looking at the constituent elements; if you
do that then this theory says you will miss out the wood for the trees. you have heard that

ol

if you are standing in a forest with very tall trees around you, the trees become very
important; they become the focus of all your attention and you do not really know how
big or how many trees there and you lose focus of the fact that these trees may belong to
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a very small forest or it may belong to a very large forest.
So the overall focus is lost; say, you go get on to top of a helicopter and you can

immediately see the focus of whether it is a small forest or large forest, so the helicopter
view is the holistic view. So Systems Thinking is the conceptual cornerstone that
underlies all of the five Learning disciplines, seeing relationships rather than linear cause
and effect chains. Linear cause and effect chains are looking at components; because of
this cause this outcome happens, because of this behavior you get this result. So instead
of looking at that, you look at interrelationships amongst all the constituents of your
organization, seeing patterns and world as a whole as it grows more and more complex.
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What are snapshots? If you take a snap with a still camera it shows people frozen in time
and space but, if you have a movie camera, what do you see? You see the same people
interacting with others. You see movement, you see a process happening. It makes
realities more manageable and antidote for a feeling of helplessness. Systems Thinking is
an antidote for a feeling of helplessness because when you see the larger view, at a
macro level you see what is happening and then you find solace and solutions hopefully
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to see how you can cope with it instead of looking at one little component of it and then
falling into hopelessness.
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Systems Thinking is based on the fact that incomplete thinking results into partial
relationship between the elements of the system. Hence it emphasizes that we see the
patterns on the world as a whole, so it keeps driving away at the central point that do not
look at cause and effect, do not look at constituent elements; you look at the whole
system.
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Now say for example here, you have a cause and effect that is looking not wholly but

partially. You say foreign arms is a threat to the United States, and because it is a threat,
it is the cause the United States needs to build arms. The United States build arms

ut

therefore, is a threat to other nations, so other nations start building (( )). Remember,

during the Cold war, the constant battle between the US and the soviet bloc, you had
what is known as an armed race. It was looked at in this sort of manner. The non-
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Systematic view focuses on snapshots as we said rather than the whole thing, because it
looks at cause and effect. It suggests that only if other countries will reduce their arms,
only if Russia stops making more arms, there only the United States will reduce. Hence
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systems thinking requires identification not of the snapshots, but of circles of causality,

of feedback loops that is reinforcing, balancing or delaying whatever.
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The change in one part of the system causes change in the other part. The small changes
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amplify causing accelerated growth or decline.

Consider here a conceptual form; you have foreign arms, it become a threat to the United

States. Therefore, there is a perception in that need in the US to build arms. So the US
has a perception to build arms to counter effect the threat. When it does so, it becomes in
term a threat to the other nations, who then feel the need to again build arms themselves;
which again they do and that in turn becomes a threat to the US. So, if you see this, this
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is known as taking a system view, looking at a closed feedback loop, looking at the
whole system instead of a linear cause and effect.
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Balancing Feedback leads to goal seeking behavior; resistance to change is a balancing
process; limits growth or decline.

vt
us

ol

(Refer Slide Time: 38:11)

There is also an element of delay when we are talking of learning organizations. Effect
on variables takes time; consequences of actions occur gradually; the same loop which
we saw in the previous slide, the foreign arms threat to US; US arms threat; there is a
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delay at each stage, there will be a delay; each stage there will be a delay. So this has to
be taken into consideration when you look at the macro view of learning; and say it
cannot happen overnight, but there is a built-in delay or a minimum lead time for
bringing about changes in a holistic manner.

ut

io
n.
in

(Refer Slide Time: 38:55)

Next we say out of the five components right; systems thinking was one; the second is
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personal mastery. Core discipline needed to build learning organizations learns only
through individuals who learn, remember that; organization is a collection of individual
human beings, so they learn only through individuals who learn. However, individual
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learning does not necessarily guarantee, organizational learning, but individual learning
is necessary, because without it no organizational learning can occur. This learning

constitutes two components; this learning personal vision, that is definite picture of the
desired future, creative tension, which means the gap between where one is currently
functioning and where one wants to be.
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So pictorially this is Creative Tension. Here you have the vision where you want to be
and here is the current reality. In order for the current reality to reach the vision, there
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has to be a pull so that this can approach the vision; so you have a tension here.

Next we said the third element is mental models. One way of looking at the world, that is
how you look at the world, one’s way of looking at the world, the how you look at the,
once way looking at the world. What perspective you look at the world? Frame work for
the cognitive processes of our mind. So these are the mental models, and determine how
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we think and act. Mental models are so powerful, because they affect what we see; if we
are negative (( )) mentally, what we see we always interpret in a negative mode, and the
reverse if you are positive. So, mental models are so powerful, because they affect what
we see and what we perceive. It includes the ability to carry on what we call learning full
conversations at that balance inquiry, and advocacy; inquiry, and advocacy. When you
are learning, one of the ways is to ask questions. So, inquire.
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What is advocacy? Advocacy is talking about a cause, something which you believe in,
you advocate, you want that to happen, you want that change to happen, you want a new
vision and for the vision to be achieved. So, you advocate the new vision, necessary for

people in organization to learn new skills, and develop new orientations. So in a learning

organization you have to have people with energy, enthusiasm and a willingness to learn
new things, and new techniques.
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The fourth was Shared Vision, which means the common caring built on a common set
of shared values of the individuals in the organization. It begins with an individual
vision, that is something one holds as truth and holds as near and dear. Shared Vision is

created by compromising between the individuals visions, and their development in the

common direction. Now, what do you say compromising? See, the point being made
here is because is a shared vision, sometimes in order to share one has to give and take.
So when you give something you think you are compromising something, but then you
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take something and equalize it. So, therefore by that token it says created by
compromising give, and take between your own and all other individuals own visions
and all of us developing in a common direction. Leaders should not force their vision,
rather encourage initiatives by all, and shared vision helps establishing overarching
goals.
What does overarching goals mean? It means that the goals and objectives of each of the
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department of the organization are important, but the overall objective of the
organization is more important. And if the individual goals of the each departments are
contrary, and then they affect the overall goals of the organization. Then the individual

and departmental goals must always be subordinated to the organizational goals.That is
overarching.
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And the last is Team Learning. This is very important, possibly after the systems
thinking approach of the top management, team learning along the vertical, and
horizontal axis of an organization, there is across departments, and across levels, that is
the most important for achieving learning organization. So first is alignment. This is the

necessary condition before empowering the individual, and empowering the whole team.

It is a cascading effect you empower the individual, when each individual is empowered,
(( )), it generates creates synergy, and the entire team is energized.
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A large number of organizations now, particularly in the United States have started doing
their normal operational activities using the team concept, instead of the traditional
departmental concept. And the findings are that they seem to get much a better
performance and outcome, because of this synergistic effect which comes, when people
work together is that they trust each other. In the whole process what happens is, there is
a collective learning.
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A team comprising of cross functional members, you know departments departments of
marketing, manufacturing, HR; if you have managers from each of these departments

working on a project. Then each member learns something beyond his or her narrow

confines. A finance man learns something about marketing; a marketing man learns
something about manufacturing, and so on. In the whole process there is a kind of

osmosis by which a kind of collective learning happens. This is what organizations are
finding out today, and barriers are broken, functional barrier tough you know everyone
zealously guard their tough. Departmental considerations are then subordinated to the

consideration of the whole the project, and finally, the organization. It starts with
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dialogue, that is the capacity of the members to suspend assumptions, and enter into
genuine thinking, and builds on personal mastery and shared vision.

vt
us

ol

(Refer Slide Time: 46:53)

Dynamic learning of the organization is based on some theories. Linear Model that is
learning of organization is based upon or is associated to the individual learner, that is
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the (( )) linear model. Whereas, the Action system model the theories states learning of
organization is composed of actions of individuals the group, and the organization; that
is action oriented and multitier individual groups as well as the organization. The
learning systems model says transformation of information into valued knowledge
information is transform into valued knowledge through system of actions, actors,
symbols and processes.
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So culture is very important in this case, it keeps on building a certain culture through a
system of work. Say, team working is a system you established of the actions, that is

joint recommendations which come out of the teams efforts, actors who are the people?
Is cross functional, we are people from various departments symbols, and rituals which
you go, which builds the culture and the processes which you follow.
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So this is the Learning System Model, which is the third theory. And here is a kind of

comparison of these three; So, you have the linear model which has information filter,
information transfer, action and reflection, knowledge creation field, distribution of
knowledge. The action system mode exchange, adaptation, production, goal attainment,

coordination, integration, reinforcement, pattern maintenance. The learning system
model has environmental interface adaptation, action, and reflection with goal
attainment, dissemination, and diffusion with coordination, and meaning and memory
with pattern maintenance.
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The Linear Model includes 6 function value, it shows their information which prevailing
world news, and created market survey. So, prevailing is world news is prevailing
information, but you can create information by market survey. And then, ultimately

ut

transform that information into what? Valued knowledge by these processes. Filtering,
transferring, action and reflection, and knowledge creation concerned with those who get

knowledge and what information has been filtered, distribution of knowledge within
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organization to suitable units and individuals. And similarly, the chart enumerates the
steps of the other two systems.
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The goals of the organizational learning system see goal is to make it into a learning
organization, as I said early on in this lecture. So, transforming of information into
valued knowledge, and introducing changes in the organization with the purpose of
survival, growth, prosperity, improving (( )) the adaptive capacity of the organization.
Remember the learning is a process; you know when you say that this organization is a
learning organization, look at the very language. What does learning say? Learning says
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it is not frozen; learning learning denotes continuity. So, learning organization constantly
has to adapt to the environment, forces of the market place, forces of the regulatory
environment, forces of trade, commerce and so on, to keep on learning new things.

So in short it never reaches the final goal, it continues to learn. The ultimate aim of the

organizational learning is creation or knowledge, which in turn transforms that
organization into a learning organization. What (( )) be say earlier; Learning organization
correct it transforms various information data into valued knowledge.
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So, knowledge creation process socialization. See, this is a conceptual model, it is a

knowledge is created through the interaction of following three layers: the first is

socialization, externalization, combination, and internalization for short, SECI. Platforms
of knowledge creation; knowledge assets or inputs, outputs and moderator of the
knowledge creation process. So you have knowledge assets; you have these processes of

socialization, externalization, combination and internalization, your platforms of
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knowledge. These are the three layers; they interact with other. Platform of knowledge
feed into this processes and in turn it creates knowledge assets, the knowledge assets in
turn feed into the process again alright, and then moderate what platforms of knowledge
you get fed it. So, the whole process is interconnected and the ultimate deliverable is
creating valued knowledge from information and data.
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Here are some of the conditions for learning in organization: combining learning with an
instrumental objective, that is, association of learning with central task system of the
organization. It must be operational; the learning must be connected with the basic
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operations of that organization. Generating optimal uncertainty to enhance ehnance the
learning by venturing beyond what is already known. That is encouraging o systems, and

practices, people in the organization not being satisfied with something which is
standard, but taking risks and going beyond. Controlling the learning process jointly to

enable organization to adapt the learning process to its own particular situation.
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Some of the barriers to organization learning, which we say earlier on this is the process
to create a learning organization is interrupted learning. Psychological, and cultural types

of barriers; barriers related to organizational structures, and leadership. And of course,
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the managements can adopt various strategies to overcome these barriers.

And, why do learning organizations work at all, and work better than others, because of
three basic reasons. people develop the learning organization themselves as individuals.
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Number two, they work as teams in learning organization. Teams and Groups work
better than doing it individually, and through compartmentalized departments company
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benefits as a whole in this process.

And the Conclusion is the learning is important contribution to revitalization of the
organization. Organizational learning takes place through transformation of information
into valued knowledge. Learning in the organization must be equal to or greater than
change in the environment, otherwise difficult for it to survive; it must always be a few
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steps ahead of the change - mastering the change, otherwise it will not survive. Learning
organization is not attainable goal, it is merely a desirable concept, because of the very
fact that can you never learn everything that there is to learn. Continue the learn, and you
have a vision you strive to reach the vision, but you never reach it; continue the learning
process. So there is some of the contemporary issues which we have covered over the
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last three lectures, thank you very much.
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