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SHRM India is a part of the world's largest professional, not-for-profit Human Resource association, SHRM — the
Society for Human Resource Management. It has over 250,000 members in 140 countries. SHRM's mission is to
support the HR professional and advance the HR profession through globally recognised certifications,
collaborative communities, comprehensive resources, research, professional development opportunities,
academicalliancesandadvisoryservices.

SHRM India provides a platform for thought leadership, sharing of best practices and professional networking
within the Indian and global HR communities, in order to take the profession higher through continuous and
collaborativelearning.

The SHRM India Knowledge Center brings together knowledge and expertise in every aspect of HR in one place,
for the convenience of the practitioner. Together, the SHRM India Knowledge Center resources enable and equip
the HR professional of today to deliver in the current work context as well as meet future challenges. Supported
by a bank of over 50 Subject Matter Experts and internal expertise, the SHRM India Knowledge Center
offers cutting-edge resources, across all key and emerging HR disciplines. These include thought
leadership, advisory panels, toolsand templates, virtual events and research.

SHRM's comprehensive Online Resources provide rich content on both www.shrmindia.org and
www.shrm.org This huge repository of articles, research papers, case studies and related material on every aspect
of HR within the Indian and global contexts constitutes the most current and comprehensive body of knowledge in
HR. The websites also link to social media, provide up-to-date information on events and are the gateway to the
Knowledge Center, virtual eventsand advisory panels.

SHRM India also offers Professional Development programmes, customised learning frameworks and skill-building
workshops, with a focus on strengthening the core competencies among HR professionals. These include focused
programmes in each of the HR sub-functions like Total Rewards, Staffing and Recruitment, Performance
Management, and Business Alignmentacrossall careerlevels.

Our Advisory Services offer consulting and customised solutions for corporate and academic institutions, based
upon their business challenges and developmental needs. The core areas of advisory services are Leadership and
Culture, Learningand Development, Performance and Rewards, Organisation Structuring, Talent Managementand
Employee Engagement, HRand People Manager Development.

The University Alliance practice of SHRM India, provides high quality standards of HR knowledge across universities
inIndiaandsupportsthe HR curriculum with the world-renowned SHRM body of knowledge built over the course of
the past64years. The purpose of thisinitiativeisto develop abroad and consistentchannel of HRtalentin India.

The SHRM India Forums held in various locations across India are local learning stations, which enable professional
development, networking, exchange of knowledge resources and practices within the Indian and global
HR communities.

SHRM India continuously strives to release the latent potential of worldwide knowledge exchange in the space of
businessHR, by constantly expandingandredefiningthe professionand practice of HRin Indiaand around the world.

TobecomeanSHRM Indiamember, contactusnowon 1800103 2189.
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The SHRM India Knowledge Center brings together knowledge and expertise in every aspect of HR in one place, for
the convenience of the practitioner. Together, the SHRM India Knowledge Center resources enable and equip the
HR professional of today, todeliverinthe currentwork context aswellas meet future challenges.

The purpose of the SHRM India Knowledge Center is two-fold — to Support and Advance the Human Resource
Profession. In line with our philosophy 'Knowledge is not enough, application counts,' we offer HR professionals a
unique platformtosharpenandbuildtheir HR competencies while onthe job.

Our cutting-edgeresources, acrossall the keyand emerging HR disciplinesinclude:
HR Disciplines

Ourrepository of global and India based articlesand research on our knowledge portal provide a go-to resource for
HR professionalsto updatethemselveson currentand emerging workplaceissuesandtheirimplicationsfor HR.

Subject Matter Experts

The SHRM India Knowledge Center has a bank of over 50 Subject Matter Experts (SMEs). These leading lights in
the field of HR have extensive and diverse experience in the industry, consulting and academics both, within the
country and around the world. Our SME Advisory Panels are sources of real time advice and knowledge on all
aspects of HR. SMEs also contribute towards SHRM's mission of supporting and advancing the profession
by participating in Virtual Events, providing expertise to the 'Ask an HR Advisor' Service, partnering Capability
Building, Thought Leadership and Advocacy.

AskanHRAdvisor

HR professionals canreceive assistance from our full-time HR Advisors, onany HRissues or questions via E-mail. The
HR Advisors draw on the SHRM body of knowledge and research, advice from a bank of over 50 Subject
Matter Expertsandtheirown professional expertise.

Express Requests

Express Request (ER) is a self-service, online benefit that allows SHRM members to request and receive
information on a variety of important HR topics directly in their inbox. To get an immediate response via E-mail,
amembercanjustclickonthetopiconwhich he needsinformation.

Toolsand Templates

The SHRM India Knowledge Center regularly develops reference content on our website for members.
This encompasses a collection of step-by-step instructional ‘How-To-Guides’ designed to walk an HR
Professional through the practical process of how to complete a particular HR process, Toolkits, Sample
HR Forms and Policies and other resources across all disciplines to help HR practitioners address day-to-day
tasks, leavingthem with more timetofocus ontheirstrategicobjectives.

Virtual Events

Our Virtual Events, such as online Chats and Webinars, leverage technology to provide expertise to HR
professionals across locations at minimal cost. All past Virtual Events are archived on our knowledge
portalforeasyaccess.

Research

The SHRM India Knowledge portal provides a repository of in-depth and groundbreaking global and India specific
research conducted either in-house or in collaboration with external Subject Matter Experts. Our research
papers provide HR practitioners with valuable insights on current challenges as well as help identify and
anticipate emergingareas, future challengesand NEXT practices - keepingthem ahead of the curve atall times.
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Great Place to Work® Institute is a global research, consulting and training firm that helps organisations identify,
create and sustain great workplaces through the development of high-trust workplace cultures. We serve
businesses, non-profitsand governmentagenciesin 45 countriesonall six continents.

Our clients are those companies and organisations that wish to maintain Best Company environments, those that
arereadytodramaticallyimprove the culture within theirworkplaces, and thosein between the two. We know that
organisations that build trust and create a rewarding cycle of personal contribution and appreciation create
workplace culturesthat deliver outstanding business performance.

Each year, Great Place to Work® partners with more than 5,500 organisations worldwide with some 10 million
employees to conduct the largest annual set of workplace culture studies in the world. Our business, from

research to educational events to advisory and training services, is laser-focused on helping leaders create their
own great workplaces.

e Wehavedefinedwhatagreatworkplaceisand howtomeasureit
e Weunderstandthe benefits of creatinggreat workplaces

e Weknow what distinguishes the best companies' effortsin creating great workplaces —the core elements that
make programmes and investments successful

e Weknowhowtohelpyoucreateyourowngreatworkplace
How does Great Place to Work® Institute help companies?

There are several ways in which Great Place to Work® Institute helps companies and other organisations identify,
transformand maintain great workplace environments. An organisation can:

ASSESS with such toolsas our Trust Index® Assessment, powered by employee surveys; and our Workplace Culture
Assessment, based onour Culture Audit®; and other assessment reports.

APPLY to one of our country, regional or industry BEST COMPANIES LISTS, which use globally standard Trust Index
surveyand Culture Audit methodology.

TRANSFORM business, usingourJourney Training program, called Giftwork®, and our consulting services.

SHARE workplace culture best practices with other organisations by engaging us and others like you through our
blogsandinsocial media.

READ our reports, manuscripts and books, including the newly published The Great Workplace: How to Build it,
How to Keepit, And Why It Matters.

ATTEND our conferences, seminars, webinars, awards ceremoniesand breakfasts.
BUILD yourown bestworkplace.
Our goalis to help organisations bring the fundamentals of a high-performance workplace to life. We understand

the underlying behaviours and principles that lead to credibility, mutual respect between managers and
employees, and fairnessinall practicesand policies.

We are committed to build upon your own capabilities for creating and sustaining a great workplace. We respect your
culture, your mission, and your history. Your company can be a great workplace, and you have the power to make it happen.

Join Us and Create Yours
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The SHRM India Knowledge Centre is committed to developing in-depth case studies in specific disciplines to
promotesharingof best practicesand learningin Human Resource professionals.

Towards this effort, SHRM India partnered with the Great Place To Work® Institute, India to develop case studies on
eight of the 50 best workplaces, identified through its annual survey in 2011. These case studies broadly fall into
threekeydisciplineareasassummarised below.

a.StrategicHuman Resource Management: Culture and Change

A strong organisational culture driven by core values aligned to the business vision and strategy is an effective
binding force and a competitive advantage for organisations. The first four case studies walk through the ways in
which the identified organisations have successfully defined their HR strategy and organisational culture to
seamlesslyalign withand enablethe businessstrategy.

e Theuniquesocially conscious business model of Fabindia emphasises on empowering and engagingits artisans
andemployeesnotonlyasshareholdersbutalsobyinvestingintheirgrowthand development

e TheOberoiGroupdefinesits “Dharma”, as specificbehaviours driven by its core values. This needs to be lived by
itsemployeesand supported byits HR systems and processesto ultimatelyimpactthe bottomline

e Equitas Microfinance caters to the lower strata of society. As the leader in taking responsible microfinance to
the next level, it emphasises on transparency and unique people practices across the various lifecycle stages of
itsemployees

e In an era where organisations wish to clearly draw the line between personal and professional lives, Forbes
Marshallbelievesinbeingthe extended family forits employees. This case study highlightstherole played by HR
in building a family culture through accountability and continuous improvement of HR processes in this
unionised organisation

b.Talent Development, Engagementand Retention

Talent development, employee engagement and retention initiatives are the need of the hour in most
organisations. The practices highlighted in the three case studies in this section emphasise the rigour in their
executionandthe commitmentoftheleadershipinowninganddrivingtheseinitiatives.

e Employee Engagement is a primary focus area at Marriott Hotels. The underlying belief is that engaged
employees provide excellent customer serviceand when customers are happy they come backand the business

takescare ofiitself

e The talent development framework at Ernst & Young describes a holistic approach to employee development
throughlearning, experiencesand coaching

e The case study on Accenture highlights the creation of an engaging culture and the assessment of individual
behaviourstoensurethatthiscultureisnurturedandsustained

c. Performance Management
The last section on measuring and managing performance elaborates on the performance management practices

at Agilent Technologies, a measurement company. This case study helps practitioners gain perspective on how to
measure and manage performancelevels.

12
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Fabindia: Weavingldeology and Values through Human Resources

Fifty year old Fabindia, a leading ethnic wear retail chain of 147 stores, is well known for its craft-based jewellery,
clothing, home furnishings, furniture, organic food and spices, amongst a host of other products sourced from
artisansacrossthe country.

The company has seen exponential growth since 2005. Fifty stores were added in just the pasttwoyears. This near vertical
trajectory has proved to be a challenge for the company on several levels including, the availability of manpower at short
notice, inability to allocate enough time for training and development as people are expected to move into their roles
quicklyand mostimportantly, havingtomove peopletohigherresponsibilities beforetheyareready.

This case study elaborates on how Fabindia deals with these challengesand drivesits people policies and strategies
basedonitsstrongideology.

AUniqueBusiness Model

AyoungAmerican,JohnBissell, founded Fabindiain 1960 with two clear mandates:

e Thecompanyisheretodobusiness,to make moneyandisanswerabletoitsshareholdersand employees

e Thecreationofskilled, craft-based, sustainable jobsintheruralsector

The company's socially conscious business model is therefore, designed to ensure a deep reach to artisans in
remote corners of the country with a commitment to keeping the traditional crafts alive in India. As a direct
consequence of which, Fabindiahasveryspecificbusinessimperatives:

e Tokeepinterestaliveintheartisans

e Toensurethatwhatthey manufacture hasadirectlinktothe market

e Tocreateamarketfortheirproducts

e Toensurethatthe customersaresatisfied with whattheyare payingforand gettinganauthenticproduct

Being Accountable

Fabindia hasthree key stakeholders, whomitempowers by encouraging participative ownership of the brand.

Fabindia
Owner
&

Employees

Fig 1.1: Stakeholders in Fabindia
Customers

Fabindia is a highly labour intensive and service driven business. It puts customers at number one because they

consume the goods created by the artisans and thereby create a market for these products. The organisation
fiercely protects brand loyalty by meetingand serving customer expectations.

14



Artisans

To help artisans make their goods more accessible, Fabindia has facilitated the setting up of 17 Community Owned
Companies (COCs) three years ago. These public limited companies function like aggregators, where geographically
close clusters of artisans hold shares and have individual votes in decision-making. Fourteen of the COCs have already
started turning a profit, of which 12 declared dividends for their shareholders in 2010. This has not only resulted in a
strongsense of ownershipintheartisansbutalso ensuresand maintains Fabindia's supply chain.

Owners and Employees

Seventy per cent of staff across all levels own shares in Fabindia because of which employees have a voice in the
company'sbusinessdecisions. The sense of responsibilityin the company hasincreased because everyemployeeis
made aware of hisorherrightsand obligationsasashareholder.

People Factsand Challenges

Fabindia has a very strong value system and culture, of which continuous improvementis an intrinsic part. The HR
departmentis relatively new to the company. It was created one HR process at a time, by firstintroducing concepts
andcreatingopennessinthe minds ofemployees.

The ratio of HR to staff is 1:125, which translates into 13 HR personnel for 1500 employees. A single HR Resource
handles each region. The team has no specialists other than one Training Manager handling Learning and
Developmentforthe company. Allothershandleallaspectsof HR.

The exponential growth from 15 storesin 2005 to 147 as of date, means that the maximum number of employees have
beenaddedinthelastfive to six years. Seventy-one percent are below the age of 35 yearsand are not highly qualified.
Managing their aspirations for growth which is limited by their education and capability and yet engaging and
motivating them has beenachallenge. Attracting, developing and retaining the right talentis critical to the company's
expansionplansofadding300smallformatstoresin111citiesaroundthe country overthe nextfewyears.

Usingvaluesandldeologyto Drive Business and People

Fabindia has articulated a set of seven core values, which include honesty, transparency and fairness in intent,
based on the feedback and experience of the employees. Besides reinforcing these core values during induction,
the HRteam along with the functional supervisorrevisit these values onthe shop floor every six months. The values
arealsoincludedasakeyresultareaineveryemployee'sappraisal.

Hiring forldeological Fit
Fabindia'sethosread-Hiringtotranslate passionforourbusinessideologyintosatisfying careers.

The process of identifying the right fit starts at recruitment. HR uses several tools, including Behavioural Event
Interviews, to assess if the individual's priorities align with the opportunities being provided by Fabindia. Even
campusinterviewsareonlyconductedinInstitutionsthat provide technicaltrainingrequired by the company.

The demand for ideological fit is more stringent above a certain level. The stress on ideology, especially the strong
artisan connect, is reinforced through induction and orientation. These are designed to groom employees as per
internal requirements and with the intent to create a constant pipeline of trained resources. The employee needs
to understand and respect the product in the stores as being a creation of an artisan and a direct way to keep
traditional craftsaliveinthe country.

The company's ideology is further cemented by incorporating it into Fabindia's assessment programmes and
financial management. Ademonstrated beliefin organisational valuesis one of the key resultareasin performance

assessment for senior roles. The company maps and tracks expressions of any ideological or value system
aberrationsthrough 360 degree employee surveysand makes the necessary corrections.

Still, hiring mistakes do occur and the company has accounted for these by using six-month probation and a
mid-termreview with feedbackto catchthem before they become aproblem.

15



GenderBender

Fabindia employs 1500 people, of whom 1100 are on its rolls and 400 are contracted. It is an equal opportunity
employerwith afavourable 1.78:1, mento women ratio across the organisation. However, at the executive level 76
percent are women. Most stores have women at leadership levels, which is also very challenging because women
juggle many priorities at the same time. The organisation supports the careers of women, some of whom have
joined the organisation straight out of school or college, with leadership training, employment opportunities and
leadership positions across all levels. The predominance of women in leadership positionsis a direct translation of
Fabindia's philosophy of empoweringwomen.

EmployeesasOwners

Inrecognition of the contribution made by employeesinachievingthe 50-year milestonein 2010, Fabindia gave shares
toeveryemployee whohadservedaminimumofoneyear. Around 650 employees were empowered by this process.

Why are shares so important to Fabindia employees? It is because Fabindia is not a public listed company. Given
that the company posted a substantial net profit on standalone revenue in 2010-11, this translates into wealth
creation at a sizeable level. An exponential increase in the value of shares last year has made it worth the
employees'whiletoinvestinthe company.

When Employee Stock Options were offered in 2010, all except four eligible employees took up the offer. In less
than 15 days, the employees earned a 75 percent dividend on their shares and 225 percent over the course of the
year. This commitment to the creation of wealth for employees makes them feel invested in the success of the
organisation, both literally and figuratively.

Cultivatingan Entrepreneurial Work Culture

In Fabindia, each geographical region is handled in a decentralised fashion, with market regional heads working as
entrepreneurstogenerate salesand contribute to the revenue of the company. Each store is a business unit with its
own profit and loss accountability. Since the company has a strong profit sharing philosophy, a bonus system
rewards overachievement. For instance, a 110 percent achievement of sales, translates into a 110 percent
incentive. However, thereisathreshold for poor performance, where sales below 80 percent receive no incentive.
There are two fundamental reasons for this - aresponsible employee is obliged to contribute to the bottom line of
thecompanyand performance needstoberecognisedandrewardedimmediately.

Anotheraspect of the entrepreneurial culture is expressed through the COCs. Existing employees were offered the
opportunitytobecomeapartofthese companiesassenior managementand Managing Directors. Even though this
required relocation to second and third tier metros, several employees took on the responsibility because of the
implied autonomy and to some extent, the weight of the designation. These employees are now working hard to
generate businessand createvalue fornotonlythemselves butalsotheshareholders.

Creatingthe Drive for Excellence

Aswith mostorganisations, Fabindia faced difficultiesin getting:
e Employeestoattendtraining programmes

e Tousewhattheylearntthroughtraining, ontheshopfloor

To overcome this challenge and generate enthusiasm and healthy competition within the organisation, the
company identified four stores across the country, which performed brilliantly against a defined set of measures
and named them Centres of Excellence (COEs). It was careful to pick those stores that had young and relatively
new teams with high energy, who could be ambassadors of the best service. Fabindia publicised these stores in
the system and gave them great visibility detailing aspects of metrics where they were scoring exceptionally
high. The company also pumped the employees of these stores with classroom, on the job, technical and
behavioural training programmes, knowledge and recognition. The COEs became drivers for service
enhancementand focuson continuousimprovement.
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Other stores started questioning this attention, prioritisation and special treatment with an eye to attaining the
status of a COE. They also understood that the attention was translating into higher sales, which leads to higher
bonuses, whichincircularlogic made trainingand getting the best skills very attractive. As aresult, the demand for
traininghasincreased byleapsand bounds. Where earlieritwas apush, ithas now become apullfactor.

This drive for excellence has tapped into the intrinsic motivation of employees making it completely self-driven
andsustaining.

Growth from Within

Fabindia has an Internal Job Postings programme, which offers growth opportunities to all staff. The organisation
helps employees prepare for the next role and is considerate of individual needs, especially in cases where
relocationsarerequired.

The HR system at Fabindia relies heavily on a framework of behavioural and technical competencies required to
deliver each role. The company also helps specialise generalist skills by using functional and behavioural
competencies for every position. Development needs are assessed biannually through multisource feedback.
Thereisastrongalignmentbetweenthe Learningand Developmentcurriculumand competencies.

Fabindia ensures that the training budget is available even during recession. Training is seen as an opportunity for
employeesto puttheir best footforwardinterms of customerservice and also as means to grow in their career and
moveinto higherroles.

SHRM India's Conclusion

Historically and traditionally, Fabindia has hired generalists. It has supported the development of these employees,
through mistakes, with training, learning and opportunity enabling them to perform well in their responsibilities
and take decisions that affect the performance of the organisation. In addition, having 76 percent women in
leadership positions, given that the average percentage of women leadersin the top 50 in the Great Place to Work®
(GPTW) survey is just 20 percent, it is commendable. It has been able to achieve this by empowering women,
making them feel safe, secure and offeringthem growth and leadership opportunities.

Roles determine the level in Fabindia. Therefore, if an employee moves up a level, the role changes, which in turn
determinesthe specificlearning and training that the company provides. Using a competency based HR system has
allowedthe organisationtofocusonthespecificrequirementsofeachroleand employee.

Fabindialivesitsideology;itisapartofits DNA.The perception ofthe brand and organisationis strengthened by the
consistency with which the company conducts itself, amongst its employees, customers and the artisans. Its core

culture hasnotseenadilution even though the environment has changed. Despite rapid growth, every employeeis
madetofeelconnectedandisabletorecognise hisorherroleinthecompany'ssuccessstory.
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The OberoiGroup - Translating Dharmainto Best Practicesin HR

According to HVS Indiareports, India ranks 41" in world tourism arrivals and has the potential to be in the top 20.
About five million tourists visit India, annually. Thisnumberis projected toincrease to 18 Million by 2016. India's
national marketis also growing with 540 Million domestic travellers ayear. As aresult, the hotel businessis going
through major changes in the country, which with the entry of several international chains has led to a
competitive landscape.

The Oberoi Group was established 75 years ago by the founding Chairman, M. S. Oberoi, on the core values of
persistence, humility and a strong belief in people. The organisation now has 13,280 employees worldwide
with a female to male ratio of 1:2.35, working across thirty hotels, five luxury cruisers and the Group's other
business activities.

The key challenge in the hotel industry, which operates 24 hours a day, 365 days a year, is to engage a diverse group of
employees through specific initiatives and participative efforts constantly and consistently. The Oberoi Group has
based its people practices on its core values, which it refers to as its Dharma. This case study is a walk through the
Dharma-based people practices andinitiatives thatthe Oberoi Group uses to engage, nurtureandretainitstalent.

The company's Dharma - is the starting point for
everything the organisation undertakes. The

adoption and evolution of the Dharma was a
b Ethics participative process across all hotels in all
locations. This exercise validated the core values
endorsed by the founding Chairman, which
include the conduct that applies to all aspects of
the Group's business.
» care

The OberoiGroup's Dharma comprises:

e Highest ethical standards in everything the
organisationdoes

P Communication
e Teamwork
Fig 2.1: The Oberoi Group's Dharma e Customerfirst,companysecondandself, last
e Careforthecustomer
e Twowaycommunication
e Respectforeveryemployee
e Safeguardingsafety, security, healthandthe environment

e Avoidingshort-term quickfixesinfavour oflong-termhealthy precedent

So, how does an employee know that he or she is doing the right thing? By making every decision and basing every
interaction onthe company Dharma.

The Oberoi Group's Dharma has been expressed in the form of specific conduct expected from every employee and
the organisation has putin placerobust mechanismstoenableand makeiteasyforemployeesto practiceit.

DharmainAction

“Conduct, which exemplifies care for the customer through anticipation of need, attention to detail, excellence,
aesthetics andstyle andrespect forprivacy, along withwarmth and concern”.

The Oberoi Group does not view itself as being in the business of hotels but as being in the business of memories.

Although guests check in and out with just their baggage, the aim of the company is to create memories that stay
withthem, bringthem backand encouragethemtorecommendthechaintoothers.
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The company empowers its people to believe — “l don't just work here. This is my hotel.” Employees are therefore
happytogotheextramiletohelpguests,asdemonstrated by thefollowingincident: Aladyarrivedlate and checked
into the hotel with a terrible cold. She placed a waste paper basket next to her bed, took the tissue box from the
bathroom and went to sleep. The next morning the housekeeping staff cleaned up the room and replaced the
wastebasket by her bed, put another one under the study table, where it was meant to be, and added an extra box of
tissues in the bathroom. Then in a special gesture the staff member placed three containers labelled honey, ginger
andlemon with a note thatexplained her mother's remedy for magically curing colds.

Stories such as these happen everyday. These are the memories that stay for a lifetime, are shared over and over
againandarealsothereasonwhypeople keep comingback.

The Powerof1500

Any employeeinthe hotel can offeranythingatacostvalue of INR1500 withoutseeking priorapproval,any number
oftimes, toany number of guests—no questions asked. The objectiveisto create guestdelight.

Howdoesthistranslate tothe bottom line?

Theorganisation hasfoundthat85to 100 percent guests, who have received the power of 1500, say thatthe service
has exceeded their expectations. The real power of this initiative lies in the fact that by empowering employees to
wow guests, guests end up spending more money at the hotel, they come backand they tell others. Thishasadirect
impactonthebottomline.

“Conductwhicheschewsthe short-term quick fix for the long-term establishment of a healthy precedent”.

The Oberoi Group takes pride in having the best service professionals in the industry. Throughout the year, the
organisation stimulates and rewards exceptional performance that best exemplifies outstanding service. Some of
theseawardsare:

Leading Quality Assurance Champ—Leading Quality Assurance (LQA) is an external auditing firm that audits hotels
of The Oberoi Group on the standards laid down for guest service. Mystery guests conduct this audit and the hotel
learns of it only once the subsequent report arrives. The LQA report mentions, with employee names, areas where
excellent guest service was and was not provided. After the report reaches the hotel, “The LQA champs,”
employees who have given exceptional service to the guest auditors are given certificates of appreciation. Their
photographswiththeauditor'scommentsare putup onthe hotelnotice board forallemployeestosee.

Appreciation Tree — Team members are encouraged to plant an appreciation leaf on the appreciation tree
displayedinthe team cafeteria. Thisis to promote peer recognition for a job well done, irrespective of department
affiliations. Italsoencouragesonthe spotrecognitionandinterdepartmental co-operation.

“Conduct which demonstrates a two-way communication, accepting constructive debate and dissent whilst acting
fearlessly with conviction”.

Communication is viewed as critical across the Group. There is a move towards using technology with an
equivalent emphasis on face-to-face communication. Senior management regularly visit different hotels to
spend quality time with employees. Be it a brief address or lunch in the cafeteria, management makes an effort
tobevisibleandaccessible.

The ideas that have emanated from these interactions have directed several new initiatives within the
organisation. Forinstance, the need expressed by employees to understand the business has been translated into
regularupdatesfromthe seniormanagement.

Inaddition, the organisationrecentlylaunched anelectronicemployee newsletter called Communiqué forinternal
communicationand sharing of best practices acrossthe company. The companyalso hasanopendoor policy where
employees have unfettered access to Hotel General Managers, Business Heads or members of senior management
toaddressanyissuesorgive feedbackaboutthe workplace.

“Conduct which demonstrates that people are our key asset, through respect for every employee, and leading from
the frontregarding performance achievements as well asindividual development”.

19



The establishment of the Oberoi Centre for Learningand Development (OCLD)in 1966 hasbeenatrue milestone for
the organisation. The Centre provides its students with technical training and the opportunity to be groomed as
Managers in a two year programme. The average age of OCLD graduates, who join as Assistant Managers in the
company, isbetween25to30vyears.

As validation of its success, eighty percent of the current General Managers of the chain and senior management
arealumniofthe OCLD.

In an effort to enhance management skills across all levels of the organisation, the company supports Management
Development programmes in collaboration with premier business schools for senior and middle management, in-
house Executive Development and Supervisory Development programmes for Junior Managers and Supervisors. The
company has also recently extended its eLearning platform. In the context of an industry where it is difficult to find
isolated hoursfortraineestogatherinaroom, thistechnical platformfreesindividualstolearnattheirown pace.

“Conductwhich builds and maintains teamwork, with mutual trust as the basis of allworking relationships”.

The Oberoi Group is committed to being a fun place to work. Since the service industry faces long working hours,
giving people the opportunity to relax and rejoice is very important. The company celebrates many occasions and
festivalsintheirbusinessunitsand hotels.

In addition, the corporate office hosts two Wellness Weeks each year where employees get together for healthy
cookinglessons, salsadancing, exercise and meditation atwork classesamongotherteamactivities.

As a demonstration of the trust the Group places in its employees and its view of staff as brand ambassadors,
the company has instituted an 'Each one, bring one' referral programme, which allows employees to recommend
like-minded candidatesforopportunities withinthe Group.

“Conduct which at all times safeguards the safety, security, health and environment of our customers, employees
andthe assetsofthe Company”.

The Oberoi Group's vision clearly articulates its commitment to the environment and the community. As an
organisation, it supports social needs and ensures employment from within the local community, uses natural
products and recycles items, thus making proper use of diminishing natural resources. The Oberoi employees
expressed a desire for greater involvement in Corporate Social Responsibility (CSR) activities, which the
organisation has wholly endorsed and encouraged. Each of the Group's hotels participate in a variety of CSR efforts
intheirlocal communities, whichinclude plantingtrees, building schools, volunteering at shelters and clothingand
literacy drives. Furthermore, all Oberoi hotels have water harvesting, water recycling and energy efficient
technology. The Groupisalsoseriously contemplating wind and solar power as alternative energy sources.

The Oberoi Group is a member of the International Tourism Partnership that looks at everything from sustainable
development to youth training, especially in developing countries. In keeping with this and its drive for CSR, the
Group will soon pilot a programme for disenfranchised youth without access to education or finances in
partnership with an NGO. In its Mumbai Hotels, these youths will be taken into operations for a period of six
months, where they will shadow staffand learn life skills that will ultimately help them gain fruitful employment.

“Conductwhichisofthe highestethical standards - intellectual, financialand moral and reflects the highest levels of
courtesy and consideration forothers”.

Safeguarding guest privacy and maintaining confidentiality in all company matters is of prime importance. The
following incident is just one of many examples of employees conducting themselves with complete integrity
and honesty:

While servicing a departure room, a housekeeping attendant found a diamond necklace and an envelope containing
INR 50,000. She immediately submitted the guest belongings to the lost and found section and informed her
Supervisor about the incident. The jewellery and money was later handed over to the guest, much to her delight.
Suchactsofethical conductare recognised and rewarded inthe company asan act of Dharma.

Giventhe 24x7 nature of the industry, the Group takes special care to provide a safe and rewarding environment for

its female employees. Women working for the Oberoi Group are provided extra care in the form of a pickup and
dropfacility, furnished hotelaccommodationin addition to equal opportunities for growth.
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The company also has back of house areas where employees are offered excellent gymnasiums, recreation rooms,
hobby classes, on-site medical facilities, periodic health camps, wellness cafeterias and an employee concierge
facility for running employee errands while they are at work. During the summer holidays, camps are organised for
the children of the employees. The company has also instituted The Oberoi Care Fund through which it offers
financial supporttoemployeesaffected duringacrisis like the Mumbaiterror attacks.

SHRM India's Conclusion

Rated 33" out of 471 companies in the Great Place to Work®survey 2010, the Oberoi Group was placed second in
the hospitality industry. Being an Indian organisation with an international presence, it has leveraged the Indian
conceptof Dharmato bringto lifeits core valuesinalanguage thatemployees can easilyimbibe and practice. Using
anumber of high value initiatives and a new age approach to its HR practices, the Group has succeeded in creating
an engaged workforce that drives its bottom line. As competition increases, the key challenges will continue to be
recruitment and retention of talent. While the Group makes a significant effort to retain key employees, it views
talent that has left the organisation as ambassadors of the Group and proactively continues to nurture
relationships with them. In the final analysis, it is important to note that despite being guided by values, the
organisation is making every effort to align itself with the changing business environment and demographics and
constantly measureits progressinthisdirectionthroughinnovative mechanisms.

\[Tf
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Equitas Microfinance—Responsibly ChangingLives

The Microfinance sector is witnessing steady growth and expansion. This has led to increased diversity in terms of
operating models, legal reforms, local contexts and regional imbalances. These existing realities call attention to
issues related to transparency in business; acquiring, aligning, engaging and managing growth of employees with
limited education, from lower socio economicbackgrounds.

As a non-deposit taking, non-banking Microfinance Institution (MFI), Equitas is in the business of lending to
borrowers who are otherwise unable to access finance from mainstream banking channels. Registered as a loan
company with the Reserve Bank of India, it provides easy access to cost-effective creditin atransparent manner. In
parallel, Equitas intends to achieve acceptable returns on investment so that it can attract capital and human
resourcestobetterserveitschosentargetsegments.

This case study highlights how Equitas has taken microfinance to the next level by being a “responsible” company
and employer through several innovative business and HR practices that have changed the lives of both its
customersandemployees.

Mission and Strategy of Equitas

The Mission of Equitasaddressestheinherent complexities of the business:

“(1) Toimprove quality of life (2) by increasing total household asset value (3) of those who are not effectively
serviced by the formal financial sector (4) by providing transparent and trustworthy access (5) to financial and

other relevant products and services (6) by deploying cutting edge technology (7) and forming partnerships
andalliances.”

To achieve this mission, Equitas created a “Responsible Microfinance” model, which would address the issues and
challengesfacedbythissectorwhile being mindful of creating a workforce of “Trustworthy Employees.”

Fairness &

Transparency

Governance

Employee
Engagement

Responsible
Microfinance

Efficie
Pricing Operations
Philosophy & Risk
Management

Fig 3.1: Responsible Microfinance — The Equitas Model

Equitas is an unlisted, privately owned company. However, the Managing Director took a conscious decision from
the very beginning to follow every regulation applicable to public listed companies. Hence, one third of the Board
comprisesindependent directors and the company has a strong governance process in place. To ensure fairnessin
compensation, Equitas has created voluntary cap on Return on Equity and Executive pay benchmarked against
government banks, with a min-max staff pay ratio cappedat 1:40. There iscomplete transparency on the part of the
MD, whosharesthe details of hiscompensation package withthe employees of Equitas.
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Equitas hasenhanced its operations efficiency by leveraging technology and outsourcing to partners and alliances
where required. A centralised back office with state of art scanning systems and report generation mechanisms
give field staff the bandwidth to focus only on client facing activities. Some of its simple innovations like having pre-
printed repayment stickers have even been patented. These stickers have proved to be a huge time saver when it
comestowritingoutreceiptsforacustomerbaseaslargeas 15 Lakhs people.

The company has also putin place a robust risk management system which has different mechanisms to check the
quality of service provided toits customer base. These mechanismsrange from verification by sales officers to third
party audit checks as also calls to customers to check if they faced any problems during the entire loan transaction
process. Equitas has a Management Committee, comprising of different function heads, who meet every week to
review performance, brainstorm, and discuss key indicators of the financial scenario that would enable them to be
better prepared to handle market fluctuations. In addition, Equitas uses a simple mechanism to ensure repayment
of loans. Groups of customers share joint liability with each other, guaranteeing the loan repayment of other
members of the group.

Equitas has designed its pricing policy based on the philosophy of fairness. Rather than charging customers an
interest rate which is lower than what is being offered in the market, they focus on charging what is right. At the
time of its launch in 2007, Equitas had an operational cost of 21 percent, which included the cost of expansion.
Instead of charging this to the consumers as other organisations would have, they charged 7.5 percent based on
the estimation of the operation cost of servicing the loan over the long term in a steady market. The cost of
expansion was borne by investors, which helped the company give loans at the lowest interest rate among
other MFisinIndia.

Most customers in the MFI sector are not educated and find it difficult to understand the different aspects of
banking. Equitas' approach is to ensure transparency by printing every transaction in the customer's passbook.
This includes the interest rate, reducing balance, internal rate of return, and administrative charges which most
MFIsdonotdisclose toconsumers.

Equitas
—Responsible MFI

Responsible + Ecosystem of
MFI services

Fig 3.2: Taking Responsible Microfinance to the Next Level

Improving the quality of life of its customers is at the heart of Equitas' mission. Hence, they have extended their
services beyond just providing loans. Most of the company's customers are into small businesses that require them to
go to work daily. Missing work for even one day could mean the members and their family go hungry. To enable its
customers to meet the basic need of food, Equitas started 19 food stores where members can take interest-free food
creditforaperiod ofone month. The companyalsostarted askill development programme atINR 100 per week, where
the members canlearn additional skills to enhance their ability to earn more and thereby, improve the quality of their
life. 2.36 Lakh members have benefitted through these programmes. Equitas has set up 4 schools and 50 tuition
centres, to encourage members to pursue their education while working. Health care facilities, which have already
benefitted overaquarter millionfamilies (6.62 Lakhs), havealso beenset-up by the company.
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HR Strategy and Employee Engagement Practices

Given the mission of the organisation and its focus on consumers, the company also has a separate mission for the
HR team that would enable it to serveitsinternal consumers —the employees better. The Human Resource mission
is, “To Acquire, Align, Assess and Retain Trustworthy employees.”

Acquiring the right resource: The Company follows an elaborate recruitment process, which includes behavioural
assessment of candidates. Sixty percent of the staff is recruited through employee referral. Only employees who
have completed one month of employment are eligible to refer, asitisimportant for new employees to understand
the work culture in order to provide quality references. There is a second level line manager screening and a HR
round to clear possible employees. Candidates are then sent on field visits to understand and experience their role
andtheworkofthe organisation. Frequently, candidates do notjoin afterthe field visits. This helps the organisation
filter outthose who would notfitintothe culture even before they enter the system.

Another mechanism to assess fitment is “Know your candidate's family well,” where the supervisor visits the
selected candidate's residence to understand the cultural aspects of and bond with the family. This also serves as a
background check. Given that employees deal with a customers' money, this assessmentisveryimportant. Equitas
also ensures that all candidates hired are posted close to their residence to ensure a balanced work life and also
enable closersupervision.

Alignment of the workforce to create “unity and uniformity” in employees' understanding of the organisation's
objectives is critical, as most employees come from diverse backgrounds and work in different regions. This is
accomplished through a vernacular two weeks induction programme for all field staff at the Regional Training
Centres. After this training, staff can only go into the field once they have cleared the company's certification
programme. When a new region is being set-up, the team leading the effort undergoes a two-week intensive and
additional training on recruitment, infrastructure creation and statutory compliance.

Assess: Performance Management at Equitas follows a “Win-Win Agreement,” where goals are measurable and
agreed to through due process. Employees are accountable for their goals and the company for rewarding
performers. Process guidelines and cultural guidelines are putin place. The role of the employee is clearly defined
and communicated. Performance reviews are undertaken twice a year. Area-wise and role-wise normalisation
prevents favouritism. For example, in most regions the sales roles are income generating and viewed as more
critical than supportroles. In the process of normalisation across a region, the general practice is to place the sales
roles at the higher end of the curve and the support roles at the lower end. By normalising sales and support roles
separately, this bias is minimised. The company uses a transparent method of computing performance and
promotionincrements.

Retain: The guiding principle of Equitas is to “Treat your employees the way you want them to treat your best
customers.” Justasthe focus of Equitasistoimprove the quality of life of its customers, italso strives toimprove the
“quality of life” of itsemployees by addressing the four key aspects of the person:

e Physical - by enabling employees a certain minimum standard of living through provision of various health and
insurance benefits. One of the best practices is a “Snack Allowance.” Since most field staff begin the day early,
they miss breakfast and only get time to have lunch late in the afternoon. Equitas introduced a snack
allowance of X 30, apart from other allowances, with which field staff could buy some biscuits and water.
Given the tendency of most people to save up on that money, Equitas also arranged for surprise audits of its
fieldstaffto ensure they are making use of this allowance.

e Mental-byproviding opportunitiestolearnand growinthe form of almost 100 percent educationalallowances
for higher education, depending on the performance of the employeeinthe course of their work. Evenin times
of crisis, Equitas had a no retrenchment policy, which was communicated openly to all employees. Two
additional lines of business in the form of vehicle and home loans were started to improve the situation
without affecting the livelihood of the employees.

e Emotional - by making them feel cared for through provision of employee stock options for every employee; a
branch award scheme where the entire winning team goes for an outing with their families (in case of an annual
award winner, the entire Branch team goes abroad with his or her family); communication channels such as, A
Monthly Hotline with the National Business Head, which is an E-mail facility where employees can send their
concerns and issues at work to the National Business Head, who is committed to resolving them within
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48 hours. If the resolution is likely to take longer, the employee is kept informed. It is mandatory for all
employees to respond to an E-mail from the National Business Head even if they do not have any concerns to
raise. This provides a channeltocommunicate any issues or concerns and have them addressed.

e Spiritual - by emphasising on the quality of work through its alignment with the mission statement; a career
enhancement policy where employees can move to different roles through internal job postings and open
house sessions where they provide suggestionsfor people practices.

Achievementsand What's Next

Equitas tracks the progress it has made with respect to its mission by measuring the improvement of the total
household assets of its customers. Since it has a no-credit policy for consumer durables, this mechanism helpsin
making a rudimentary estimation of any improvement in the quality of life of its customers. Equitas needs to
improve its measures and metrics in this respect. The significantly low attrition rate, as compared to its
competitors, indicates Equitasisthe employer of choice foritsemployees.

Industry recognitionawardedto Equitasincludes:
e CRISILrating ofthreeforcorporate governance onascale of onetoeight, with one beingthe highest

e “Unitus Accelerator” Award (2008) - for providing more than 80,000 clients with life changing Microfinance
servicesinlessthaneight months

e Winner of the TiE-Canaan Entrepreneurial Challenge (2008) - a national level business plan competition for
EarlyStage Entrepreneursinindia

e Optical Mark Reader (OMR) Implementation at Equitas as the “2009 Best Implementation of the year” —
PC-Quest,” anITmagazine

SHRM India's Conclusion

Equitas’ focus on being “trustworthy,” “fair” and “transparent” in all its dealings has been a key differentiator for
the company in the Microfinance industry. Incidents of employees taking bribes from customers to process loans
have led to stringent risk management practices in the organisation. Despite its policy of “treating employees the
way they would have them treat their best customers,” the environment that most of its employees come from
makes it difficult to practice. Although practices like having the employees stay within a radius of 15 kms from the
office helps work-life balance, it also enables monitoring of the employees whereabouts. Hence, Equitas' risk
management practices have led toits employeesfeeling watched which couldimpact engagement. However, thisis
more than offset by the faith of theinvestorsthattheirinvestment with the companyis safe.

Taking Microfinance tothe nextlevel by focusingon providingan ecosystem of servicestothe customersisnotjusta
sustainability initiative but also helps the organisation achieve its mission. Equitas' HR practices along similar lines
can be viewed as catering to the employees as per Abraham Maslow's hierarchy of needs. It begins with small
aspects like the snack allowance that pays attention to their physiological needs; the openly communicated “no
retrenchment policy” even in times of financial crisis addresses their safety needs. Various communication
mechanisms and engagement practices satisfy social needs and educational assistance and alignment of the work
tothe missionstatementenablesthemtofulfil theiresteem needs.
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Forbes Marshall—-Allinthe Family

Established in 1925 by J. N. Marshall as a trading company, Forbes Marshall has over the years moved into building
steam engineering and controlinstrumentation solutionsforthe processindustry. Today, it collaborates with world
technology leaders in its manufacturing operations and has a turnover of ¥ 750 Crores. The organisation employs
over 1000 engineersand 2000 directandindirect associates, which includes a multigenerational workforce of baby
boomers, GenXandGenY.

Ranked 11 in the Great Places to Work 2011 survey, Forbes Marshall is one of seven unionized organisations that
feature in the top 50. Their Union involvement and engagement in talent development practices is unique in the
manufacturing industry. In the same survey, it ranked second in the manufacturing and production industry, and in
employee participation in corporate social responsibility activities. Forbes takes pride in its family spirit, culture and
employeetrust, whichitstrongly believes hasbeenthe bedrockin makingitanemployerof choiceinthetalent market.

A study of family-owned businesses by Boston Globe (2003) revealed that just 40 percent survive to the second
generation, 12 percent to the third, and only four percent to the fourth. Forbes is one of the four percent family-

owned organisationsin the fourth generation. This case study examines the distinctive people practices that place
Forbesinaleague ofitsown:

e Astrongfamilyspirit

e Avalues-drivenculture atthe base of theirmanagement processes

. . S e el . Forbes Marshall
e Earlyadoptionofsustainabilityinitiatives Family Spirit
e Introduction of progressive people practices before they became 'best’ Vta"ée'ie""ery
N - . . . . 0 Customer
practices, namely flexi-timing (especially in a manufacturing context), a ——
retirees programme, affirmative steps for the inclusion of women in the Society

workforce

e Takingclear and actionable measures for making people accountable to
eachother,includingHR

People Practices with a Difference Fig 4.1: Forbes Marshall Values
So, what makes Forbes Marshalladesirable employer?

Forbes MarshallHRinitiatives are threaded togetheronits HR philosophy, which enshrinesthe beliefs:

e Anyorganisationisonlyasgoodasitspeople

e Engagementcomeswhenpeopleareinvolvedinwhattheydo

e Aworld-classorganisation needs people with world-class thoughts

e Anindividual'sdignityisasimportantasthatofthe organisation

Two of the strongest pillars of theirvalue systemthat help drive the above philosophy are:

1. TheForbesMarshallfamilyspirit, which servesasthe core of their culture. Some practices that breathelife into
this 'spirit' are - supporting the education of employees' children, taking efforts to reunite divorced families,
and a strong alumni network connect enticing many an ex-employee to rejoin. In an era where organisations
make a strong distinction between work-life, personal-professional, this focus of integrating the two is a clear
differentiatorforthe organisation.

2. The highaccountability of both line managers and the HR team. HR in Forbes has consciously chosen notto be
ina'commanding' position, in favour of being a facilitatorin all people-related decisions like where to hire, who
to hire and what to deliver. The senior leadership and Line managers are expected to be equally responsible for
taking ownership of all HR-related decisions and be involved in creating the people strategies. HR, on the other
hand, is accountable for not only measuring employees, but also for the value they add to the business. This
helps settheright expectations with the business and minimise deviations from expectations. In fact, HR issues
are tracked via an Actions-Timelines-Status tracker. The tracker is sent to the Management team every quarter
toupdatethemontheissuesresolved, andidentify unresolvedissuesthatrequire attention.
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Three Pillars of Employee Engagement

The Forbes Marshallwinning formulafor Employee Engagementrestsoninitiatives takenalongthree pillars:
e EmployeeDevelopment

e Communication

e CorporateSocial Responsibilityinitiatives

While some of these practices might be common to most organisations of today, what sets Forbes apart is their
forwardthinkinginearlyadoptionandthevalues-driven consistentapproachindrivingandimplementingthem.

Employee Development
a. Competency Mapping

Forbes Marshalladopted acompetency-based perspective toemployee development. Thefirst stepin this process,
undertaken by the HR team, was defining the competencies for the organisation. Based on the conviction that
internal HR not only knows the organisation and its needs better than anyone else but also has the capability and
competency to build a competency model, the Forbes HR team created their competency model in-house. A
certification from TUV, a global certification body, validates that the competency model created by them does
encapsulatethe competencies of the organisation.

Managing Change with Unionised employees

Rolling out the Competency Mapping exercise was far from easy. It was carried out at all levels, including the shop
floor employees. HR spoke to the unionised members to get their views on the model, and the only response they
received was thatit would not work forthem. Nevertheless, HRdid not let up. It repeated the processinterventions
with the added communication that the intention was more to help employees grow than to benefit the
organisation. After having sown the seed of 'need' for such an intervention, there were examples of people who
underwent the competency mapping process and training needs identification and experienced enhanced
responsibilities and career growth. These visible examples helped in 'selling' the case for the intervention.
Employees' perception of Competency Mapping underwent a change and the initiative gained the trust of
employees. The journey was painful, long, approximately five years, and received many brickbats. A slow and
steadyapproach, however, ensured the successfuladoption of the competency assessment system.

Godliesinthe details

By the time the second or the third competency evaluation was completed, HR realised that people had not picked up
the skills for evaluation. The reasons could be inadequate training, unclear training objectives or even unsatisfactory
handling of the subject by the trainer. To help the Managers get clarity on the competency evaluation, competency
'qualifiers' were put together. The qualifiers were statements of behavioural descriptors that would help make a clear
assessmentifthe personwasdisplayingthe behavioural standards fortherelevantcompetencies.

The Competency Based Assessment was applied to the Recruiting function too, where it brought business and HR
on the same page, and helped standardise the competency-based entry-barrier for all potential recruits. Prior to
this, Forbes managersand HR would frequently clash on recruitment decisions.

Forbes Marshall Vision

e To be a developed company in a developing country, pursuing market leadership in our chosen fields of
Steam Engineering, Process Controland Utilities Management

e Dedicated to growth and an increasing international presence, committed to being a role model
organisationforourcustomers, suppliers, societyand members
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b. Performance Management System

Vision and Value Analysis: In addition to the Technical and Behavioural competencies, which are common to any
competency model, a third core competency, the ‘Vision & Values,” was added. The performance appraisal has a
specific section to track how each member of the company is living the values. Responses are analysed at the
organisationand departmental levels.

Helping and Hindering Analysis: Two questions are asked of every employee on naming helping and hindering
factorsintheir performance. Through an analysis of the responses received organisation-wide, the helping factors
aretallied withthe scoresonthe engagementsurveysto assesswhetherthere are any deviations. Hindering factors
arebrokendownintothree categories, dependingonwhethertheyfallunderthe direct control of:

e ManagerandIndividual
e HR
e SeniorlLeadership

The actions under respective heads are taken up by HR, and are followed up for closure with the leadership. In
addition to the usual Performance Appraisal and the Personal Development Plan (PDP) discussion, everybody has
to rate their Annual Review process, and their experience of the PDP discussion. Based on the average review
feedback from all team members for the appraising manager, a rating on a scale of Red-Amber-Green is given;
followed by a personal discussion with HR for all those managers rated Red and Amber. This tallies back with Red-
Amber-Green ratings of the Vision and Values Analysis.HR takes up areas falling in Red with the managerin order to
decide the course corrections and follow-up actions. There are times when HR has to take tough decisions like
moving out a people manager. As much as HR is responsible to make employees accountable for their actions, it is
only fair the same is expected of the function as well. HR needs to get at least 70-80 percent 'Green' ratings by
employeesinthe Annual Review process. Thisisaninput onthe HR score in the Balanced Scorecard and adds to the
People Perspective score forevery manager.

c.Learning & Development Initiatives

Like most other organisations, L&D inputs are based on competency mapping and the Annual Review process.
Awareness of competencies and understanding the benefits of competency development made it a meaningful
exercise for employees and accelerated their learning. Realising that there were not many takers for the
traditional classroom mode of learning - and at the time 70 percent of the programmes were classroom-based —
HR reversed the trend and currently offers just 30 to 35 percent of learning via classrooms. The rest is provided
on-the-job or in places where people learn outside the organisation. This helps make learning more interesting,
andisakeyfactorin making Forbes Marshallalearning ground for entry-to senior-level employees. The entire core
HR team, including L&D, underwent an Instructional Design certification course, to develop the capability for in-
house program development, whichalsoincluded behaviouraltraining.

Vendor management is crucial to ensure the quality of training. Every faculty, internal or external, is evaluated on
the delivery of the training, and a score of less than 80 percent more than twice in a row leads to the faculty being
dropped off thelist. The same standards apply to training agencies thatserve Forbes Marshall, and thisis part of the
service level agreements with the agencies. Onthe other hand, ifafaculty secures afeedback score of more than 80
percent for one full year of the programme, then 10 percent of the contract value of the programme is given as an
incentive. Internal trainers are also suitably recognised and incentivised for their efforts: they receive a'Thank You'
letter from the senior leadership and the L&D function, as well as a gift voucher for a substantial amount as a
reward. This contributesto fosteringastrongspirit of learningand knowledge sharinginthe organisation.

Roletransition programme: Allemployees who have been promoted, transferred or rotated on the job mustgothrougha
three-monthtransition programme, toassisttheminsmoothly movingintotheirnewroleandresponsibilities.
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Communication

An engagement survey report of the organisation revealed a lack of internal communication. Hence, channels of
communication for the demographically diverse employee base were built up. At first, internet and computer
access was offered to all shop floor employees. Vernacular versions, mostly in Marathi were provided - for the
benefit of shop floor workers - articles on the intranet, and also the Annual Review process and the Vision &
Values Analysis were also translated into local languages. As a direct consequence, employee understanding of
thefeedbackincreased.

True to its spirit of maintaining accountability and transparency in all its actions, Forbes has established multiple
channels of feedback, including employee engagement surveys, employee satisfaction surveys, customer
satisfaction surveys covering HR aspects as well, 360° Feedback, the Vision & Values analysis, the Helping &
Hinderingfactors analysis, HR Associate survey and the Great Place to Work® feedback.

Corporate Social Responsibility Initiatives

Forbes was one of the first few organisations to set up a CSR cell in 1979 and offer 'flexible timings' for employees
whenthetermwashardly known. These twoinitiatives setthemapartinthe manufacturingsector, very early on.

The organisation has its own CSR cell - Forbes Foundation, a public-private partnership with various communities,
local government bodies and NGOs for its activities. A planned approachis taken for zeroingin onissues on which it
can have a significant impact by doing a thorough Needs Analysis, as opposed to taking an intuitive call. For
instance, a study indicated that children were in need of sex education - many state governments, including
Maharashtra, do not allow sex education; Forbes worked with schools to provide them information on HIV,
responsible behaviourand gendersensitisation-to catertothisneed.

Pre- and post-studies are conducted to assess the impact of the initiatives. Forbes underwent an audit by SAN
Englandin 2009, to measure and account fortheimpact created by its CSR cell.

While Forbes Foundation has many channels that impact various sections of the society, women and children are
the key beneficiaries of their supportactivities.

e Supportto Women's Self Help Groups over the past twelve years has empowered them to take up issues with
municipal corporationsandlocal governmentbodiesonthe community's behalf.

e All children, who approach the Foundation, have to necessarily go through formal education, and Forbes
supports this by way of providing textbooks, funding libraries, offering local community leaders' homes as
'study centres'to children whodo not have astudy environmentathome.

Inspired by Dr. Reddy's LABS (Livelihood Advanced Business School), Forbes has a LABS of its own which is centred
around creating livelihood for youth by providing them with vocational skills training; 90 percent of the youth that
cometothisprogrammehave beenabletosecureajob.

Afewoftheothernotable HR practices at Forbes Marshallincludes:

e Retirees programme - a successful initiative for the past 17 years, all retiring employees are invited with their
spouses to a one-day programme. After an address by the Chairman, sessions are taken by a nutritionist, a
dietician, a financial advisor, a yoga expert, and other health and wellness experts and NGO organisations to
helpemployeestransitionintolife afterretirement.

e Annual day celebrations - besides celebrating birthdays, marriages, newborns, the Annual day celebration is
the largest platform where employees, including alumni, and their families are invited. Long service awards are
givento employees withtenures of 21, 35, 30, 35 years. Every year about 50 people are recognised across these
categories.

e Gender inclusion - Forbes has consistently maintained a 20 percent ratio of female employees for the past
20vyears. [The female worker representationinthe organised sector employeesis 19 percent (2006 figures) and
16 percentinthe organized manufacturingsector].

e Alumniconnect-thealumninetworkisincludedinthe mailinglist forinternal newsletters. They are alsoinvited

withtheirfamiliestothe Annual Day celebrations.
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SHRM India's Conclusion

Forbes Marshall describes the role of HR as “facilitators.”However, facilitation, in their context and based on the
practices and the role of HR in this case study, would need to be redefined to include boundaryless ownership,
continuous learning and maintenance of high quality standards. Starting with defining their own competency
model that required a thorough understanding of their business to being the first point of contact foran employee
when in a crisis, we find the HR team taking ownership of not just employee development from a business
perspective but also as an extended family in the true sense of the term. The fact that they worked towards
influencing the unionised workforce through 'show' and 'tell' on adopting the competency framework exemplifies
consistencyinthe pursuit of the HR philosophy. The practice of having the competency model validated by TUV and
also having their CSR process audited reflects the focus on ensuring quality in their initiatives. Their emphasis on
continuous improvement becomes evident in the changes made to their learning framework, which focuses more
on learning on the job. The 'soft' people-friendly values are balanced and enhanced by a strong focus on
accountability - of line managers, employees, and especially the HR function itself. The importance given to HR
accountability and practices like constant vendor evaluation, training the HR team on instructional design and
incentivising training effectiveness has helped promotealearningcultureinthe organisation.

iy

‘Employment Review 2004-2006: http://nipccd.nic.in/reports/ehndbk10.pdf
*http://www.paycheck.in/root_files/An-Overview-of-Womens-Work-and-Employment-in-India.pdf
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Marriott Hotels - Making Engagement Work

Inthe words of J. Willard Marriott, “When you take good care of your people, they will take good care of the customers,
the customerswillcomebackandthe businesswilltake care of itself.” Thisis the core value of Marriott Hotels.

This case study showcases Marriott's employee, or as it calls them 'Associates,' engagement practices. Built
strongly on its core value, Marriott takes 'Associate Engagement' to a level rarely achieved by competitors in the
industry. The engagement drivers emphasised by the organisationinclude leadership excellence, personal growth,
and quality of lifeat work, teamworkand total rewards.

While Marriott uses several ways to optimise each of these drivers, this case study will highlight a few unique and
exemplary best practices, which could serve asagold standard forthe hotelindustry.

Business Context

The Marriott portfolio encompasses over 3,600 managed and franchised properties across 20 brands in 71
countries and territories spanning six continents. This includes more than 40 hotels in India. At the end of 2010,
Marriotthad approximately 129,000 Associatesand reported sales of nearly $12 Billion.

Marriott is a hotel management company. It does not own hotels but takes the responsibility for running them
through long-term contracts with owners of the respective properties. Marriott Associates are the key to
consistent excellence in the delivery of service across the chain. Hence, Marriott views its employees as the single
most important factor for success. It invests seriously on training, developing and mentoring its employees for
future growth in the organisation. Employee engagement leading to long-term employment with Marriott is a
criticalfocusareathatcanhaveasignificantimpact on business outcomes.

Challenges Faced by the Industry

One of the most common challenges faced by the hospitality industry is employee retention. Often, the perceived
glamour of the profession attracts people and compensates for the long work hours and low pay in this industry.
Marriott was quick to realise that this was not a sustainable proposition and sought to address these concerns
throughthewayitoperates, managesandengagesits Associates.

Across all its properties, the “Marriott Culture" is driven through serving the Associates, the customer and the
community. The organisation believes that the key element in managing Associates lies in defining simple values,
which can be executed in their day-to-day work. People first — the Core Value of Marriott's corporate culture is
responsible for its success of over 80 years because it recognises that Associates are not only important to the
business butthey also giveitan edgeinavery competitive environment. The organisation-wide initiatives focus on
ensuring that the values translate into practices that can be followed and Associates across the globe live the
definedvalues.

Marriott's Associate Engagement Framework

Marriott uses the Hewitt Associates' definition of engagement: 'Engagement is the state of emotional and
intellectual commitment to an organisation or group producing behaviour that will help fulfil an organisation's
promisestocustomers-and,insodoing,improve businessresults'.

Theseobservable behaviourscanbeorganisedintothree categories:
e Stay—whenemployeeshaveanintensedesiretobeapartofandstaywiththe organisation

e Say—whenemployeesadvocate the organisation by referring potential employees and customers, are positive
with co-workers and are constructive intheircriticism;and

e Strive—whenemployeesexertextraeffortandengagein behavioursthatcontributetobusinesssuccess
To achieve this state of commitment amongst Associates, Marriot has identified five drivers that influence employee
engagement. These are Leadership Excellence, Personal Growth, and Quality of Life at Work, Teamwork and Total

Rewards. Marriott's engagement framework seamlessly connects its engagement drivers and the organisation's
financial performance through Associate engagementand loyalty that translatesinto guest satisfaction.
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Excellence
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Quality of Finﬁial
Life at Work Enga gement Performance

3-Stage Model of Engagement
1.Improvingindriverareaswillincrease engagement

2.Engaged employeesare more loyaland provide better guest service
3.Loyaltyand guest satisfactionimprove the bottomline

Total
Rewards

Fig 5.1: Marriott's Associate Engagement Framework

Leadership Excellence

At Marriott, Leadership Excellenceisaboutlivingthe core value stated by the FounderJ. W. Marriott - “taking care of
your people.” Leaders at Marriott continuously demonstrate and communicate the value to every Associate
through guiding principles like, an open door policy where any Associate can reach out to senior management with
their ideas and suggestions. Although this sounds simple, care is taken to ensure that the policy is executed by
putting in place special channels of communication where Associates can actually contact and communicate with
senior managers. This policy extends beyond just hearing what the Associates have to say. Leaders take
responsibility to respond to the Associates. This communication is also tracked and monitored to ensure that
Associates are informed about the course of action. In an industry where hierarchy is strong, this practice enables
associates to feel valued and important. The practice of addressing General Managers of properties by their first
namealsoaddstothisvalue.

Leaders constantly coach and mentor Associates at the next level and potential candidates for leadership positions
with a focus on 'growing our own people.' This is another value, which is applied across all properties. The rapid
growth of Marriott has led to a pressing requirement for a pipeline of leaders who understand the culture and
values of the organisation. Itis a critical need for Marriott to maintain consistent quality of service across various
properties. Marriott firmly believes that employees who have grown through the organisation will be able tolive
thevalues, effectively sustaingrowth and add to the organisation'sbottomline.

Personal Growth

Training programmes for every employee are given a high priorityin Marriott. Asa policy, every hotelin the Marriott
chain contributes $750 per manager, per year, into a fund, which is controlled by the corporate office. This is
mandatory. Thirty four hundred hotels with approximately 100 managers in each hotel contributing 5750 per
manager, per year, translate into a phenomenal budget available exclusively for training purposes. Major
training programmes are centrally created and rolled out across the globe. It is ensured that every Associate at
Marriott from the General Manager downwards gets a minimum of two full weeks of training every year. The core
value of “Growing your Own” is lived through this practice. Considering that the industry benchmark for training of
two full weeks every year happens only for around 20-25 percent of employees, this practice is a strong
differentiatorin Marriott.

The organisation also deputes teams of employees from one hotel property to another for cross exposure. The aim
isto encourage sharing of expertise and learning from within the organisation. The deputation ranges from one to
tenweeks.

When Marriott cameinto India, it realised that Associatesin Indialook for growth notonlyin India butalso globally.

Marriott also realised that competitors could not deliver on this need, either because they did not have a presence
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around the world or because they simply restricted their focus to growth within the country. At Marriott, an
Associate may move from India to Indonesia, China or anywhere else after a certain time of being in the
organisation. Thishashad astrongand positive effectontalentattraction forthe organisation.

Quality of Life at Work

When Marriott entered India 12 years ago, the biggest challenge was to provide Associates work life balance in a
profession and industry where to achieve results one has to work 24x7. Marriott was the first in the industry to
mandate afive and a half day workweek in India. This means every other week, Associates are able to take two days off.
When Marriott entered Hong Kong and introduced the practice of a five-day workweek in a country where the hotel
industry traditionally worked for six days a week, the Hotel Association did not approve. However, Marriott stood its
groundasithaddoneinmost countries, includingIndia. Now, most hotelsin Hong Kong have a five-day workweek.

This value of providing its employees with an environment where they are able to experience work life balance
influenced other hotelsto follow suitthereby creatingalargerimpactontheindustry.

Employee Empowerment

What works for Marriott is the autonomy given to every Associate to make a decision that affects a customer directly.
Even a front desk, line level Associate has the authority and power to give a free room to a customer who has
experienced major service issues in their interaction with the Marriott group of hotels. This autonomy to make
importantdecisionsleadstoimmediate action where the customer is attended to at the earliest. Althoughemployees
may make mistakes while taking a decision, they are empowered with the responsibility to think through the situation
consciouslyandjudiciously. Thisempowermentenablesand encourages employee engagement.

Teamwork

Marriott defines success of the organisation by how well it is viewed in the community. It promotes teamwork by
encouraging Associates to engage with the community as core teams. The spirit to serve the community is
demonstrated everyday by associates and the organisation by supporting local, national and global initiatives,
throughits CSR programmes. Forinstance, the Marriott Chennai propertyis associated withahome foraround 180
children, whose parents have been affected by leprosy. The mission is to educate the children and train them for
possible employment with the properties after their school programme. All Hotels also contribute monetarily to
these programmes. The best practice is the belief that CSR engagement as teams, enables Associates to bond with
each other as “community citizens” while working towards a larger goal, which in turn builds engagement and
teamwork. Thisunique practiceisinadditionto otherpopularlyusedinterventionsforteam building.

Total Rewards

The rewards programme at Marriott is structured towards rewarding holistic performance and not just the
achievement of financial targets. This includes guest and Associate satisfaction. The assessment of a manager's
guestsatisfactionscoresand Associate satisfaction scores carryequal weightage.

Marriott conductsanannual online Associate Opinion Survey acrossits propertiesworldwide. The objective of this
survey is to get Associate feedback on the various dimensions that predict Associate Engagement and thereby
improve unit performance. Marriott, along with Hewitt Associates, has designed anew surveyto ensure ahighlevel
of consistency, respondent confidentiality, and data security. The survey measures Associate opinion on the five
engagement drivers of Leadership Excellence, Personal Growth, and Quality of Life at Work, Teamwork, and Total
Rewards. The Associate Opinion Scores (AOS) feed into reward practices and future development plans ata unit or
property. Low Associate satisfaction scores fora manager affect the bonus of the managers and executive members
whorunthebusinessconcerned.

Marriott leverages the reward programmes as a way to ensure that Associates achieve the business standards and
still feel rewarded. It begins with simple things like ensuring that housekeeping Associates who clean rooms or
servefoodare ableto guarantee thatthey meet certain minimum standards of cleanliness or food quality. As part of
its reward programme, Marriott has put in place a practice that provides an opportunity for every Marriott
Associate to stay with their family at one of its properties on their birthday or anniversary. The idea is when
Associates actually stay at the hotel with their family they are more critical of what is missing from a service or
cleanliness point of view. These inputs and suggestions are shared with fellow Associates and lead to an
improvementon current standards and service provided at the hotel.
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Action Planning: The AOS scores are leveraged at Marriott to continuously improve its engagement practices in a
measurable manner. Everyyear, afterthe AOS scores, Rap sessionsare conducted atevery unittodiscussthe scores
based on which “Action Plans” are created and documented, appropriate actionis taken and periodically tracked. If
aproperty hasverylow AOSscores, areview or Rap sessionis conducted within sixmonthsratherthanonanannual
basisfor closer monitoring. Progress on the action plansand employee satisfactionis monitored on an annual basis
through improvement on the AOS scores. If this fails, an investigation is conducted and appropriate action is taken
onthemanagementatthe property.

SHRM India's Conclusion

The core value of Marriott to take care of its Associates, who will take care of their customers and thereby impact
the businessisaconceptsimilarto “Employee First, Customer Second” propounded by Vineet Nayar, CEO of HCL, in
2010. What makes this different is Marriott has put this in practice from 1927 when J. W. Marriott and his wife
started the Marriott hotels from the humble beginnings of aroot beer stand. The success of the Marriott approach
is demonstrated by the employee tenure in the organisation, which ranges between a minimum of 20 years to a
maximum of 51 years. Atatime when organisationsare strugglingtoretaintheirtoptalent, especiallyinanindustry
known forits high attritionrate, thisis quiteanachievement.

The values though stated in a simple manner are tough to execute. However, leadership excellence and the culture
of the organisation are demonstrated in the belief in the values and perseverance towards delivering them. This
quality is expressed strongly across all the engagement drivers starting with providing select channels of
communication between the Associates and senior managers; shortening the workweek despite resistance from
the industry; commitment to providing training opportunities for Associates, starting with making the required
budget available every year; and measuring and managing engagement through the Associate Opinion Survey.
Marriott establishes that how they conduct the business is as important as the business itself. This is not only
capturedintheir core value statement and intent but also put into practice as demonstrated by their commitment
toAssociate Engagement.

AR
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ERNST & YOUNG—Helping People Achieve their Potential

In a scenario where organisations are trying to attract and retain employees using competitively high salaries,
innovative policies, best-in-class infrastructure, job security, strong branding and clientele, Ernst & Young makes a
different pitch by focusing on providing unique career experiences and holistic development to its employees
through its programme, Ernst & Young & You (EYU). The three pillars of the firm's talent development framework
are Learning, Experiences and Coaching. Together they provide employees the knowledge, skills and abilities they
need to be able to take ownership of their careers. The aim is to have a unique development plan that helps shape
the career of each individual based on their potential, experiences and aspirations in the context of the business
needsof the organisation.

Thiscasestudydelineatesthe EYU programme anditselementsfromanimplementation perspective.
Business Context

Ernst & Youngis a global leader in assurance, tax, transaction and advisory services. Maintaining their reputation
as aleading worldwide professional services organisation requires having, “The Right People with the Right Skills
in the Right Place at the Right Time serving the Right Clients.” The emphasis, therefore, is on ongoing, rapid
developmentoftalentalong multiple competencies.

Thisrequiresacombination of several methodsand programmesthatcanbeappropriatelytailoredand customised
to address every individual's unique development needs, which in turn are mapped to the business requirements.
Diverse operational locations necessitate that Ernst & Young's people strategy is driven consistently across the
organisationthrough awell-defined, standardised framework.

Ernst & Young's culture and values are the key drivers of this uniform understanding of the people strategy and its
implementation (Fig.6.1). The company uses the acronym “IDEA” to execute the people strategy through various
organisational practices designed with the objective to Include, Develop, Engage and Attract a talented workforce.
The most critical practices that EY leverages as its competitive advantage are those which focus on employee
growth through its talent development framework, EYU. This framework not only focuses on individual
development but also on creating a unique career experience for every employee and in the development of
leaders withinthe organisation.

Most
engaged
employees creating

a competitive advantage
for self and firm

People practices

Flexibility
Value differences
Inclusive leadership

People INCLUDE DEVELOP ENGAGE ATTRACT
Strategy
Our Values
Integrity Respect Teaming Energy Enthusiasm Courage tolead Building relationships based
on doing the right thing
Our Culture
Entrepreneurial spirit  Collaboration Quality People first

Fig 6.1: People Strategy at Ernst & Young
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EYU-AUnique DevelopmentPlan

The individual development framework, EYU, reflects the mutual commitment between Ernst & Young and its
employees. Itis the commitment of the organisation to support its employees in achieving their potential, and
the commitment of the employees towards taking responsibility for and owning their careers. Fig.6.2 depicts
the EYU framework. It links the business context to individual development needs and forms the Unique
Development Plan, which comprises actions along three basic elements referred to as three pillars: Learning,
Experiences and Coaching. While the business context is determined by clients, the business and the needs of
the communities Ernst & Young serves; individual requirements are determined by the roles, competencies and
development needs ofthe employees.

The Competency Framework of Ernst & Young is at the core of EYU. Every employee assesses him or herself on the
competency framework followed by an assessment by his or her manager. Gaps are identified with respect to the
currentandrequired competencies based on which a Unique Development Planis arrived at for each individual. Over
95 percentofemployeesat Ernst & Young have defined their unique developmentplan based onthe EYU framework.

Learning

EYU-learning provides employees with access to high quality soft-
skill, technical and web-based training tailored to match their
development needs. A dedicated L&D team is responsible for
in-house development of soft skills trainings courseware as well as

eﬁperiences

delivery of training programmes. This is a practice driven by the
"%_ o B belief thatinternal people understand the culture better, are able to
= Lf relate to specific work scenarios and provide more relevant

examples, making learning more effective. Some of the courses are
mandatory, whereas others are role and milestone based
programmes which every individual needs to take upon reaching
particularlevelsintheircareer.

Fig. 6.2 Ernst & Young and U Beinga knowledge enterprise, technical training also plays a key role
in defining the learning spectrum. From a new graduate to an

experienced partner, EY offers its employees a comprehensive range of technical skills development programmes
thatcanbeclassifiedintosolutions, methodologies, sectorandindustry specifictraining.

Experiences

At the next level, assignments are identified for the individual to get hands-on experience in the identified area of
development. The organisation invests significant time on EYU experiences, as they are a very critical pillar of this
programme. Experiences provide an opportunity to put knowledge into practice and develop new skills using a set
of nine high-impactexperiences comprising customised activities. These experiences are:

1. Servicelinespecificexperiences

2. Qualityservicedelivery

3. Accountdevelopment

4. Coaching

5. Leadingchange

6. Recruiting

7. Buildinga professionalbrand

8. Community responsibility

9. Mobility
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Experiences do not involve any direct monetary expenditure like training. However, they do involve investmentin
terms of time and effort of the managers who are required to create relevant learning experiences, match it to the
developmentneedsoftheemployee, monitorandreview progressonanongoing basis.

Coaching

At Ernst & Young, coaching is a meaningful conversation that helps transform learning and experiences into
practical application on the job. In the EYU programme, every people manager is trained to be a counsellor or a
coachforhisorherdirectreportees. The organisation gives high regard totherole ofacoach and placesagreatdeal
of emphasis on ongoing sensitisation onthe 'role of counsellor' and people responsibilities of amanager. There are
regular programmes to train all people managers on giving effective feedback, coaching skills, development and
continuous career developmentof employees.

The framework of learning, experiences and coaching can be explained through a simple example. Presentation
skills are essential to the role of a consultant, and enhancing skills on designing and delivering presentations can be
a developmental need for an individual. The learning pillar of EYU framework comes into play, when an individual
picks up an instructor led or web-based soft skill training course on Presentation Skills. Under the experiences
framework, relevant activities can be identified, wherein the manager provides opportunities for the employee to
make presentations to an internal or external audience. The employee is also allowed to shadow the managers to
learn how they go about making presentations. Further, under the coachingumbrella, the manager, whoisalso the
coach, sharesguidelines and tips on making effective presentations. By discussing some of hisown experiences and
learning, the coach can help hiscounselee workontheidentified developmental need.

Beyond Career Paths—Creating Career Experiences

Ernst & Young's talent development framework extends beyond just equipping an individual for his or her current
role. It also aims to provide every individual with the skills needed to become successful in future roles. Career
conversations were initiated as a new tool, with the objective of helping employees identify and articulate their
shortandlong-term careeraspirationsand develop aframeworkto helpindividualsachieve them.

Career conversations are meaningful, future focussed interactions around an employee's career aspirations
and how the firm can supportin aligning these with business needs. Career conversations help people explore
and understand their individual career interests and also review where they are in their careers and how they
wantto progress.

In order to make discussions around performance and career aspirations more impactful, EY introduced the
concept of TRIO meetings. In TRIO meetings, the reporting partner has ajoint discussion with the individualand his
or her counsellor to understand the individual's performance levels, development needs and career planning.
These meetings not only help leadership get visibility and develop a connect with every member in their team, but
also go a long way in reinforcing leadership's commitment to people's growth and development. Based on these
conversations, every employee has his or her unique development plan that not only helps the person to perform
betterintheircurrentrolebutalsoworktowardsthefutureroletheyaspiretoachieve.

For example, a Tax Advisor might aspire to move into Mergers & Acquisitions. Upon engaging in a career
conversation with his counsellor, the individual can work towards developing a road map to enable this transition.
The counsellor can thus help identify and articulate an action plan to help the individual take up the new role. This
may include undergoing formal and structured learning programmes on financial modelling skills and
understanding M&A business. A counsellor can also mobilise a short-term secondment to the M&A team, to give
theindividualrealtime exposure. This will help the individual make amore informed choice about the movement.

The above example demonstrates that the focus is not only on creating career paths but also on providing
opportunities for employees to have a career experience that enables them to make meaningful decisions. Ernst &
Youngbelievesthatwhenits people achieve theirbest,itcanhelpitsclientsachieve their best too.

Today'sInterns Tomorrow's Leaders—NotanImpossible Dream
Internalleadership developmentisanotherhigh priorityareaatErnst & Young. EY takes prideinthe factthatalmost

allof its seniorleadership ishome grown. Every year, agood number of partners are added to the leadership, which
givestremendous confidence toemployeeswho dream of growinginto senior leadership positions.
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Leadership development at Ernst & Young happens through diverse sets of programmes at various levels. To begin
with, the organisation has a series of development and celebration programmes organised for newly promoted
managers, senior managers, and partners. The objective is to emphasise the importance of their role and equip
themwith skillsthatcan helpthem transition successfullyintotheirnewrole.

As partofitsleadership developmentagenda, senior managersidentified to move into partnership orleadership roles
in future participate in a “Leadership Track Development Workshop” (LTDW). LTDW uses a development centre
methodology to do a realistic evaluation of potential strengths and development areas of the target group. It clarifies
leadership role expectations and gives participants a solid understanding of the firm's business and strategy. The
facilitator group consists of experts from around the world and skilled professional actors to engage participants in
role-plays. The L&D teamandtheleadership group observe, assessand give feedbackto participants.

An example of a typical simulation covered in the workshop would be, “A chance meeting with a person in the lift
who appears to be a potential client. You are required to introduce Ernst & Young to the person and make sure that
inthe nextfour minutesyou converthimorherintoaclient.” Suchsituations, which are easy toimagine but difficult
tohandleappropriately, are simulatedinalearningenvironmentforsenior managerstoacquire specificskillsatthe
developmentcentre.

Partners are the highest level of leadership in Ernst & Young. Globally and in India, candidates with potential to be
partners are selected through a highly structured and rigorous process called Global Next Gen. This programme
builds the skills and capabilities through three experiential leadership challenges focused on our markets, our
businessand our people. Itaimsto create new partners with strong market leadership skills, a global mindset, wide
networksandabroad understanding of the business.

Starting a couple of yearsin advance, the identified employees participate in various forums and provide inputs on
differentinitiativesand organisational processes.

Ernst & Young lays strong emphasis on Succession Planning to build a robust and diverse leadership pipeline. The
company takes into account both the available slots and people within the organisation to ensure that the
necessaryresourcesareidentifiedand are ready for any existing or future positionsthatare ormay becomevacant.

What's Next?

EY has always endorsed a strong need to provide its people with the best possible development opportunities and
challenging experiences to help them evolve into leaders within the firm, profession and communities at large.
Building furtherontheleadership development frameworkto groom future leaders will continue to be afocus area
for EY. The spotlight will also be on adding more meaningful offerings to its already well-established bouquet of
learningand developmentopportunities.

SHRM India's Conclusion

The talent development framework focuses on a holistic competency development programme. Given that
competencies are understood to be a combination of knowledge, skills and attitude, the individual development
planin EYU, through its three pillars of learning, experiences and coaching, can be seen as a unique way to build
competencies. Learning is provided through training programmes designed to deliver the required knowledge;
experiences help in acquiring the necessary skills and coaching brings in the required ability and attitude. By
emphasising on these three pillars, the framework helps to ensure that the unique development plan translates
intomeaningfulactionand providesthe requisite businessresults.

EYU is four years old and ever since itsimplementation, has played a key role in nurturing employees' professional
growth and development. The strong business case for people developmentand high engagementlevels withinthe
company contribute significantly to the success of the programme. The robust online system which helped ensure
compliance, reporting and provides continual feedback on the progress was a key driver in the successful
deployment of the programme. Strong leadership endorsement and an explicit value proposition of this
programme have helped E&Y meetits objective of helpingtoday's professionals growintotomorrow's leaders.
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Accenture-Creatingand Sustaining a High Engagement Culture

Building the desired culture in an organisation is a journey; several factors play an integral role, including investing
timein programmes and practicesto giveitshape, and discipline to make them sustainable. At Accenture, cultureis
tangible, measurable, and demonstrable. This unique approach provides the organisation with a competitive edge
increatingahigh engagementworkplace foritsemployees.

Accenture tracksand measuresindividual performance on three dimensions: Business Operator, Value Creatorand
People Developer. In addition to definite objectives outlining contribution, specific behaviours have been
articulated along each of these leadership dimensions to measure how performance is accomplished and brings
alivethe desired culture every day.

This case study delineates Accenture's journey of defining and articulating its culture, aligning it to support
contributionstodelivertargeted performance eachyear,inanenvironment of exponential growthinIndia.

The AccenturelJourney

Accenture is a global management consulting, technology services and outsourcing company, with approximately
244,000 people serving clients in more than 120 countries. Accenture collaborates with clients to help them
become high-performance businessesand governments.

In the last ten years, Accenture has organically grown from 500 to 70,000 employees in India. As the organisation
grows, maintaining consistency in employee experiences; building and sustaining employee engagement becomes
challenging. This necessitates thatthe core values of the organisation that define its culture remain constant. Creating
and enabling this culture ensures competitiveness and high performance. It requires focused efforts and disciplined
practicestointroduce andinspire peopletolive by these values fairly executed acrossthe organisation.

Inspiring and impressive core values can be seen on the walls of most organisations. The challenge is in getting these
corevalues from the wall into the thought, behaviour and actions of every employee. Accenture realised that the best
waytodothisistoembedthe corevaluesintheleadershipand performance expectations of everyindividual.

Performance expectations of all employees are established along the three leadership dimensions — Business
Operator, Value Creator and People Developer. These are used to set detailed objectives for each individual. Not
only is 'what' people do important but also 'how', which is why certain actions which exhibit how the employee
bringsthe organisation'svaluestolife are expectedinthe way of working.

New joinees come from diverse
backgrounds and have their own belief

/ R prm— systems. Each individual perceives the

*Learn organisation's core values based on

eV@IOper CLECAIES these belief systems, which in turn

* Nurture

\ { * Team results in a mismatch between
intention and action. For instance,
Managers need to ensure that their
direct reports go for specific training,
) as per the core value of Employee

* To be Outcome Driven .
H ] Development. However, in the course

usiness pe rator +To take Ownership i L

S of work, project pressures take priority
and training is pushed to the back
burner. The conflict in this case is
deciding the right action that balances
both our beliefin the core value of Best

/ — Peopleand Client Value Creation.

* Creating

Va | u e Cre ato r S esting So beginning in 2006, Accenture spent a
« Using lot of time with the top leaders across

executive career levels and initiated a

dialogue to align the values, beliefs,

intentions and actions to reach a shared

Fig.7.1 Leadership Dimensions & Expected Actions view on how to make decisions that
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balance behaviours across the three leadership dimensions. While the goal was not to change belief systems, the
dialogue was critical to identifying intentions and articulating promises that leaders will make to their employees and
which they will carry forward through actions. These actions make them exceptional Business Operators, Value
Creatorsand People Developers.

All these actions and behaviours are measured. The accountability 'to do' is with the organisation's senior most
leaders. As the promises were articulated, every leader is clear as to how the eleven action points would be
demonstrated within their circle of influence and what to expect from each other. Together, they committed to
bringto life beliefs, intentions, promises and actions founded onthe valuesto which they subscribed.

The alignment of these four elements becomes extremely critical. Accenture has made it a practice that in every
communication to an employee on any programme or policy there is clarity on the leadership dimension and the
actionsitreinforces.

AsaPeopleDeveloper

As a People Developer, individuals at Accenture need to display five attributes — Teach, Learn, Team, Recognise,
and Nurture. Each word easily translates into specificactions —listed below are some examples of measures which
are usedtoassessand monitortheseactions.

Teach — Leaders are expected to teach. Regular reports of their teaching sessions are sent to their respective
managers. Though there is no specific goal on the number of teaching sessions, an open display of these measures
creates healthy competition among the leaders. All the new employee orientation programmes at Accenture are
hosted by aseniorexecutive.

Learn—Accenture has a knowledge management portal called, “My Learning”, which provides accessto onlineand
classroom training which includes mandatory as well as optional programmes based on the level of the employee.
All employees need to complete the mandatory training within the stipulated timeline, failing which could impact
their performancerating. Optional training, however, isbased onthe employee's career goals. Accenturein India is
oneofthe feworganisations which did notreduceit's spend on training even during the recession.

Recognise — Accenture introduced, “celebrating performance,” an online reward system to help supervisors, peers
and cross-functionalteams recognise and reward employees for their performance. Through it peerscan send e-cards
and supervisors can allot celebration points which can be redeemed at the online shop for various items ranging from
walletsto hometheatre systems. This programme enables employeesto be recognised for their contributions at work
whether it is coaching a peer or generating a cost savingidea. Apart from this, Accenture also organises quarterly, half
yearlyandannualeventswhere seniorleadersrecognise and reward employees for exceptionalachievements.

Nurture—At Accenture, allemployees have a career counsellor. The beliefis, as you drive performance you will also need
todrive a careerand leaders need to play an active role in this journey. Given the average age of employees at Accenture,
sometimes the counsellor's life experience is very similar to the counselee's, so the organisation tries to ensure that all
career counsellors are at least one or two career levels above their counselees. At the end of the year, each counselee
provides feedback to their career counsellors, as part of the Leadership Survey, which provides developmental inputs
frompeers, supervisorsandemployeesoneachofthethreeleadershipdimensionstotheleaders.

Team—Itisunderstood that everybody worksin a formal orvirtual team. Hence, working effectively in groups for a
common outcome is very important. A key goal for supervisors is to make groups productive by mitigating any
interpersonal issues and driving the focus on achievement of common outcomes. Individual results are not
important, ifthe group failstoachieve the outcome.

AsaBusiness Operator
Thethree main qualities of a Business Operator are to be outcome driven, to take ownership andto be accountable.

Often employees are not able to get the required support from their supervisors because they view them as
“friends,” makingit difficult to push them to give the required inputs to enable the outcome. A change in mindsetis
reinforced by emphasising the importance of being accountable for the outcome of the task even though the
employee may be working with “friends.” Hence, training programmes are conducted to help executives to have
“hard conversations.” This is a cultural shift, as typically in India, critical conversations are not easy. This training
hashelpedshapeandimprove the quality of dialogue acrossthe organisation.
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All senior managers including those in Human Resources have an accountability matrix, which measures their
variousresponsibilitiesinanongoingmanner. Thisinfluencesannual appraisal decisions.

Ownership of embedding practices to enhance inclusion and diversity, which bring alive the core value of Respect
forIndividualsisimportantandthe contribution ofall senior executivesinthisareais measured.

Allthese aspects are tracked as part of an individual's performance management. Consequences are built into the
performance management system if appropriate results are not achieved. Accenture invests in equipping
employeeswiththerequiredskillstoensuretheyareabletodeliverontheiraccountabilitiesand expectations. This
necessitatesthat performance expectations are clearly established for each employee and he or she is enabled by
theorganisation to meet them.

AsaValue Creator

Beinga Value Creatoris essentially about generating sustainable shareholder and stakeholder value. A statement often
usedindialogueis Share with Pride where the focusisonreusingand leveragingworkthathasalreadybeendone, thereby
saving time and effort. Research shows that what differentiates people who are at the bottom of the peer group from
those who are significantly above their peer group is the practice of 'show and tell.' Those rated at the top do not just
restrictthemselvestoexcellencein performance butalsoinsteadtalkandsharetheirbestpractices with others.

Accenture recently organised a contest to identify innovative HR practices in its business units. Through this
contest, the organisation found winning ideas, which could be leveraged not only in the business, but also be
converted as offerings for clients.

The BPO business at Accenture has a programme to generate ideas called 'We@accenture'. Through this,
employees can postideas, which can reduce cost, time, effort, manpower and increase productivity and quality of
work. Whileitcanbeseenasasimplesuggestionscheme, ithasledtohugesavingsannually.

Key Achievements

Accenture's leadership believes in “walking the talk.” This has helped them maintain a high engagement culture
amongstcomparable high performing companiessince 2005.

Animportant structural enabler achieved in 2006 was linking many of the talent management practices to driving
competency and proficiency. The organisation has leveraged the PCMM (People Capability Maturity Model) to
sustain its practices. While everyone talks about providing a great learning experience, Accenture demonstrates
this by rewarding individuals, who show actual improvement in their proficiency over a period of time, tangibly in
pay. While many companies are PCMM certified, Accenture believes that the role of HR goes beyond obtaining
certificationto clarifying the strategy, specifyingintentandtranslatingthe two through concrete action.

What's Next?
Theareaswhich Accenture now needstofocusonare:
e Keepingtechnologyup-to-date with their pace of growth

e Recognising the need to expand the use of scenario and analytics to sustain the predictability in talent
management outcomes by applying practices from other disciplines such as consumer behaviour research and
supplychainmanagement

SHRM India's Conclusion

One of the key takeaways from this case study is the way an abstract concept like culture has been given a definite
structure that translates into practices that can be deployed, measured and controlled. Using intentions as a
starting point acts as a leveller and brings together people with different backgrounds and belief systems.
Articulation of promises which are later carried forward as action helps specify deliverables that each individual is
accountable for through their performance. The discipline involved in sustaining and carrying forward the process
is demonstrated in the measurement and follow-up actions where progress is rewarded, and there are
consequences for falling short on required results. All other processes are also aligned to this framework thereby
makingthisaunigue wayto make culture cometolifeinthe organisation.
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AgilentTechnologies—Measures for Excellence

“What gets measured, gets managed” said Peter Drucker. Agilent Technologies, a leading test and measurement
company has institutionalised the measurement of employee performance and engagement to drive business
results. This case study focuses on the Performance Management System at Agilent Technologies, which uses
analytics for improving employee performance and engagement. It also lays emphasis on having a Performance-
Based Compensation System, which leads to the development of a culture of reward differentiation and
continuously measured and managed employee engagement. The study explains the people challenges, the
systemandthe nextsteps.

Business Context

Agilent Technologiesisa premiertestand measurementcompany. Inits previous avatar before 1999, it was the test
and measurementdivision of Hewlett Packard (HP). Now, a fullyindependent measurement company, Agilentisina
position to lead the test and measurement industry into the 21st century with its innovation and excellence. Its
strategic intent is to be a measurement solutions partner to every engineer, service provider, and scientist in the
electronics and bio-analytical market. The company's three businesses - Electronic Measurement, Life Sciences
and Chemical Analysis, provide customers with products and services that make a real difference in the lives of
people everywhere.

The company has approximately 18,500 employees worldwide and customers in more than 110 countries. Its
competitive advantage rests on leadership ininnovation, creativity, problem-solving and organisational flexibility.
For this, Agilent addresses work-life balance challenges and leverages diverse perspectives, talents and teams.
Agilent has realised that its global competitiveness will be achieved not only by designing, manufacturing,
marketing and selling superior products but also by developing and applying excellent global people skills around
theworld.

Asanorganisation, Agilent continuesto draw upon the valuesthat made Dave Packard and Bill Hewlett'scompanya
success: dedication toinnovation; trust, respect and teamwork; and uncompromisingintegrity. Added to these are
speed, focus and accountability to meet customer needs and a culture of performance that draws on the full range
ofitsemployees'skillsand aspirations.

People Practicesand Challenges

To achieve its objective of developing and applying excellent people skills around the world in order to gain
competitive advantage, Agilent discovered the need to develop a high performance work environment that
recognisesindividual contributions. Itacknowledged a need to fosterinitiative and creativity by allowingindividual
freedom to attain well defined objectives. The company wanted to make their employees believe that their work is
valued and makes adifferencetothe world.

With that, compensation at Agilent needed to link tightly with an individual's performance. Sometimes managers
agreed on paying employees at the lower end of the compensation band. In some cases, high performing
employees could end up receiving lower salaries than employees who were not performing well. The company
realised that paying right was a priority, which came ahead of other intrinsic motivators. Hence, they needed to
build a culture of differentiation with Performance-Based-Pay as their Compensation strategy.

Agilentinitially had anintensive focus ontraining. Allemployees were given classroom training on periodic basis. It
realised that this generic training did not have the desired impact. The company instead wanted to come up with a
framework in which they would be able to measure the competencies where an employee actually required
developmentand providetrainingaccordingly.

Other challenges Agilent faced were, a high attrition rate, need to increase employee engagement, plan for
employee development and most importantly, to make HR think like the business and get involved in the strategic
decision making process. For that it needed to measure employee engagement on an ongoing basis. This required
developing a transparent, accountable and measurable Performance Management System which drives
outstandingresults.
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Solutions
In response to the above challenges, Agilent has evolved a Performance Management System based on the
principle of Management by Objectives (MBO) to unleash each person's passion and potential to create

outstandingresults.

Thevariousstepsinvolvedinthe MBO processadopted by Agilentare explainedin Fig8.1.
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Fig.8.1 Performance Management at Agilent Technologies

STEP 1: Define the measures of success

This involves defining the broad measures of success in four quadrants as follows: Customer Satisfaction (create
loyal customers), Employees, Leadership and Culture (speed to opportunity), Financial (leverage the operating
model) and Markets (accelerate profitable growth). This approach is referred to as Agilent's Four Quadrant
approach. These broad measures are further subdivided to set priorities for the Group, Business Unit and
Department, followed by a performance plan which definesindividual priority objectives and development. By the
end of this step, employees are clearabout what their deliverables are and how they help to achieve organisational
objectives. Inthisway, eachindividual cansee himselfor herselfas part of the organisation's overall objective.

STEP2: Quarterly MAPS process

MAPS stand for My Accountability and Performance Standards. The objective of MAPS is to ensure that, at any
given time, all employees are clear about where they stand, what is expected of them and what their manager is
doing to support their development. The philosophy behind this practice of open dialogue is to avoid surprises.
There might be certain disagreements butitisagood opportunity foremployeesto know from their manager what
theyaredoingwelland wheretheyneedtoimprove.

Thefirst stepinthe MAPS processisto getthe managerand employee to have a MAPS conversation. These are one-
to-one development oriented conversations, which are strategic in nature. The basic idea is to not only make
employees understand where they stand but also to chart out a development plan, based on feedback, to help
themimprovetheir performance.

The nextstepistodocumentand uploadthe conversation for future reference on the MAPS website; the employee
then hastotakeasurveytoevaluatethe quality and effectiveness of the MAPS conversation. Function-wise reports
are also published and shared to increase accountability. This makes the entire process transparent with clearly
assigned accountabilities, thereby providingemployees with clarity onand ownership of the objectives.
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STEP 3:HR Analytics

Quarterly meetings are held between HR and function heads to discuss the function's HR data. These discussions
are focussed on data points which include — Rank and level wise attrition data, rank-wise distribution of
compa-ratio (calculated as the average of the employee's actual pay divided by the pay range midpoint within the
job grade), percentage of employees below minimum compa-ratio, comparison of attrition or pay between new,
existingand exited employees,and employees ona corrective action plan.

This helps business heads own HR data with reference to their respective departments. HR's role is to help them
with tools, consultation, brainstorming and collaborating with them to create and execute programmes. However,
the ownership of the entire programme remains with the business heads. This helps them make more prudent HR
decisions. For example, the distribution of wages. In addition, providing feedback to HR helps improve business
processes or push for policy changes. The overall objective of this process is to make HR think like the business and
make line managers think like HR by making them understand that HR does not manage people but managers
manage people.

STEP4:Leadership Audit Survey (LAS)

The objective of a Leadership Audit Survey is to provide feedback from employees to the management and this is
accomplished through a half-yearly survey that is taken by all Agilent employees. This survey is conducted within
eachdepartmentforeach manager. Hence, it provides manager by manager accountability based on their rating by
their employees. This survey measures four different aspects of employee engagement. The four types of indices
used alongwith sample survey questions foreach are asfollows:

Customer Orientation Index which helps understand the efforts made by employees to surpass customer
expectationsthrough statementslike—

e |regularlyusecustomerfeedbacktoimprove work processes
e Customerproblemsgetcorrected quickly
e |havetheauthoritytodowhatisnecessarytoserve mycustomer

Speed and Decisiveness Index which helps understand the speed with which conflicts are addressed and decisions
madeintheform of statementslike—

e Day-to-daydecisionsdemonstrate that continuousimprovementandinnovationare top priorities
e Conflictsaresurfacedandaddressedinordertoimprove our businessresults
e Onceacriticaldecisionismadeand objectives established, execution moves quickly

Risk Taking index which helps understand the freedom employees experience to take informed risks measured
through statementsasbelow—

o |feelfreetotakeinformedrisksingettingmyworkdone

e Leadersmakethedifficulttrade-offstofocusonthe mostcritical business priorities

Engagementindexwhich helpsunderstandthe employee engagementlevelsthrough statementslike—

e |receiveongoingfeedbackthathelps meimprove myperformance

e |canseeaclearlinkbetween myworkandAgilent's objectives

This survey helpsin providing feedback about leadership behaviours thatare importantin achieving the objectives
of customer satisfaction, a highly motivated and engaged workforce and consequently, industry recognition.

Capturing these responses helps to focus on improving the company's score on low scoring questions, support
managerswhodid not meetthe half-yearly targetsand make managersaccountable fortheirindividual results.
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Managers with 100 percent scores share their stories with managers who are not doing so well, in order to help
them learn and improve their performance. In addition, development support is provided to managers who have
not been able to do very well. The LAS scores sometimes point to latent problems, which need to be identified by
examiningthe manager'sindividual situation.
Agilentrecognisesthatitisveryimportantto pay well to engage employees and keep them happy and motivated. It
also provides intangible motivators like a high level of work-life flexibility where employees are allowed to work
from home once a week. The company's philosophy is to manage by objectives and not by the number of hours in
office. Agilent also believes in differentiation with feedback. It makes an effort to make their employees know
where theystand with respecttotheirperformance.
Achievementsand What's Next?
Theresultsthatindicated thatthese mechanismsworked are:
e Attritionratedroppedsignificantly below market
e Best-in-classemployee engagementscores
e Asuccessful culture of differentiation hasbeen builtinthe organisation
e Achievementofindustryrecognitionasbelow:

- Ranked#8inthe GreatPlacetoWork® survey2011, #2inthe ITESsectorand #3 for Employee Development

- Recognisedasthetop Testand Measurement Company by Voice & Data Magazine
The nextstepsfor Agilenttoconcentrateonare:
1. Focusonimproving the countryscore onlow-scoring question(s)
e Continuetotightlymanagethe country MAPS process
e Conducttrainingforallmanagersonhowtoconduct'Meaningful MAPS Conversations'

2. Supportmanagerswhodidnot meetthetargetforthe firsthalfofthe year

e The particular Function's Management will continue to track corrective action of managers who have not met
theirtarget

e Launchthe Culture and Leadership Developmentinitiative for the appropriate Function in the second half of
theyear

3. Make managers accountable fortheirindividual results

e Monthlyreviewand coachingwith managers of largeteamswho did not meet targets

SHRM India's Conclusion

Agilent Technologies endorses Management by Objectives (MBO). This gives its employees freedom to do the task
inthe mannerthatsuitsthem, makesthemresponsibleand accountable fortheirobjectivesandresultsand creates
visibility for how their individual work contributes to the overall objectives of the organisation. The example of
performance management in Agilent Technologies brings to light how a HR driven function through, rigour in

measurement and ownership by the senior management can translate to a high performance organisational
cultureand hence becomeits key competitive advantage.
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