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H

R Forum brings to you the much awaited August edition of HR Mesh, 2014. In this issue we talk about
change; how it is managed, the consequences and impacts it has on each stakeholder of the
organization it touches.
“There is nothing more difficult to take in hand, more perilous to conduct, or more uncertain in
its success, than to take the lead in the introduction of a new order of things” – Niccolo Machiavelli
At the cost of sounding banal, it would be unwise to undermine the most sacred paradigm of human life Change is the only constant in life. If we look around, we can see that there is no element in this world that
does not undergo change; from the bloom of a flower to the metamorphosis of a butterfly. Change is not an
option. To make way for bigger and better things, change has now become a necessity and organizations are
no exceptions.
In the April of 2014, Microsoft had taken over Nokia's Devices and Services business. What led
to this change and what was the direct impact of this on either organization? How was this change received by
the employees? Answers to these questions are not as simple as the flowery press releases that are let out.
Common place malaise that affects such deals are layoffs due to staffing redundancies, changes in the top
management and impact on sales of the taken over entity.
In this edition, we have handpicked via blind review and faculty deliberation of the SCMHRD
Human Resource Centre of Excellence, 10 best articles from an overwhelming number of articles that were
received by us from B-Schools all across the country. We also introduce, to you, a new section - “As we know
it!” where the HR Forum will be putting forth its views about the topic in question. We also take pride in
bringing to you an exclusive interview of Mr. Gaurav Rampal, Class of 2000-2002, our very own alumnus, who
has not just made it big in the uncommon Bloodstock industry but has also ventured into the educational
sector to make his mark.
We hope you find this issue as insightful and absorbing as our previous issues. Let us sign off
keeping in mind what Peter. F. Drucker said - “We now accept the fact that learning is a lifelong process of
keeping abreast of change. And the most pressing task is to teach people how to learn.”
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Enhanced need, reach
and style
Introduction
“Change is the law of life, and those who look only to
the past or present are certain to miss the future.”
John F. Kennedy
Change is a drift, a movement from the present state
or phase to a different, another state or phase. An
organizational change encompasses all the processes
throughout the transition from the current to the
future desired state or phase. There is a clear
distinction between change and change
management, apart from the obvious link these
have, which should be understood by the
stakeholders involved in the change process. This
confusion is found to exist with anyone from change
management practitioners, project team, project
lead, managers to senior managers irrespective of
the size of the organisation.
Change is, fundamentally, a transition from the
present state to a future state whether it be a
spectacular or a modest one, predicted or
unpredicted. An organisational change can be
required to be at par with the competitors in terms of
technology, advanced processes, etc. or as an
initiative by the top management or a measure for an
adhoc critical situation. Change management, on the
other hand, is necessitated to support the individuals
affected by the change which can be in the form of a
project, new strategy or policy etc. Management of
change (or managing change) handles the 'people'
aspect of the change by providing systematic and
necessary tools, processes and structures.
Why Change Management?
Managing change is important both from an
organizational as well as an individual's perspective.
Organizational perspective: Change management
provides proper planning and reinforcement
structures and models using tools like training,
resistance management, coaching, introducing
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individual change models or programs, sponsorship
etc. These tools and processes help individuals
understand the 'change' which ensures their
participation. With understanding the employees
either accept the change or share their concerns
rat h e r t h a n b e i n g p a s s i ve . I f a c c e pte d ,
implementation of change becomes smooth and the
objectives of change seem easier to achieve. If
concerns are raised then also the management
comes to know what is the reason behind the
resistance from the individuals and the issues can be
resolved and the 'change' be modified eventually.
Therefore it helps the organizations to not only
implement the change effectively but also identify
the loopholes of the change and do the modifications
accordingly.
Individual perspective: The motive of change
management is to help individuals to be a part of the
change process. It helps them to make smooth
personal transition which would eventually lead to
the successful actualization of the change. It
enhances the employee engagement and motivation
by making them involved in the process of change
rather than imposing the change on them.
Issues in managing change
The common issues faced during Change
management are:
·Trying to rope in too many changes at once.
·Lack of skills to ensure that the change is sustained
·Lack of involvement of employees at lower levels in
the change process.
·Another issue is 'How much' change management is
needed depending upon the scale of change.
These issues could be handled by following the below
mentioned steps.
Ten Steps to successful change:
The ideal steps to be followed to ensure a smooth
sustainable change would be:
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1.Role of Culture: A company's culture might either
support the change or it can also lead to resistance
against the change. Hence the first step before
initiating a change should be to address the
culture. One must look at the various dimensions
of culture and find those which could be affected
or which could support the change i.e. one should
first find the strengths and weaknesses of the
existing culture. Based on this, people who will be
affected by the change should be made a part of
the process.
2.Urgency: The change should be associated with a
sense of urgency. Not changing at the prime time
will not reap substantial benefits. Also, if the
people involved see the change as something of
utmost priority their commitment to the cause
increases.
3.Top Down Approach: Before the decision of
change percolates to the bottom layers in the
organization, it is essential that the senior
management arrives at a true consensus regarding
the change. This might involve several debates and
discussions, but the end result will be worth it.
4. Involvement of All: Everyone in the organization
should know of the change i.e. “Those who require
to know” as well as “Those who would like to
know”. Also, involvement does not mean just
“Communicating” the change, rather it means
“Participating” i.e. letting them be a part of the
change. However the first step is effective
communication. Every employee should be
communicated of the change and his/her feedback
should be taken. This helps in making the
employees feel valued. Whether or not their
feedback reflects later, they would at least be
satisfied that their feedback was taken and was
considered. This will help in obtaining support for
the change from every stakeholder.
5.Consider the Human Aspect: It is essential to
convey the change in such a way that human
attention is garnered. Mere stating of business
objectives like targeted growth rates would not
strike a chord with people. If the change is related
to an emotional aspect with which people can
identify themselves, their commitment to the
cause becomes more secured. For instance, if the
change appears related to the company's cultural
history and traditions, stakeholders (both internal
and external) will feel participating in such a
change as more significant.

6.Practice before you preach: For the mid and
lower level employees to start accepting the
change and modifying their behaviours and
actions accordingly, it is very essential that the
senior managers start doing it first. They have to
lead the subordinates by example. This will instil
confidence in the employees that the change is
actually happening.
7.Different ways to Communicate: For a change
that can sustain, constant communication is
required. It can be in the form of Town hall
meetings, feedback sessions etc.
8.Associate with Natural Leaders:In any
organization there would be few
supervisors/managers who are liked by all cadre of
employees. If the change can involve their
participation, it can affect the acceptance of the
change by other employees.
9.Change Processes: Implementing only the
change will not deliver sustainable results unless
substantiated with change in processes like
Performance management system, Training and
Development, Rewards and Recognition etc.
10.Continuous Evaluation: Throughout the
process of implementing the change, it is very
essential to pause and look back if the change is
happening as planned, if it is being accepted by
people, if it is serving its purpose etc. If not, then it
has to be decided whether to modify/reconsider
the decision.
Instances of Change
Let us have a look at a company which managed
change efficiently. In the 1980s, British airways had
a leadership change when a new chairperson was
hired. He analyzed that the company was not
functioning efficiently though it had ample
resources to make use of. He came up with the idea
of restructuring the entire organization. As a part
of the restructuring, the company had to reduce its
employee size. The chairperson decided to
communicate the change to all employees. He
explained to them the reasons of why the company
has to undergo restructuring and prepared them to
embrace the change. In this way he helped the
company deal with the change in a smooth manner
by following the principles of Communication and
leadership which have been discussed above.
While British airways exemplified a successful
change, but not every organization is capable
5

of doing this. Kodak is one such organisation. Kodak
was reigning the photography industry for nearly a
decade. But it did not pay attention to the changing
technology. Kodak came up with “Photo storage”
medium when digitalization was the talk of the day.
Also it took a lot of time to enter the consumer
market while competitors like Nikon were already
in the digital market. Complacency in the
leadership was the prime reason. The top
management failed to notice the huge opportunity
that existed in the market. Also they were averse to
the urgency of change and this led to its downfall.
Future of Change management
There seems to be an enhanced acceptance level
for change management ahead. With increasing
emphasis laid on leadership support it is likely to
have more visibility
Also with greater application and increased
acceptance for change management it may emerge
as a separate dedicated function. The focus on the
individuals affected by the change is increasing,
both at the organizational and managerial levels.
Inculcating the core competence of change in the
organisational culture is the need of the hour. The
process of change management is undergoing
maturation with every passing day and evolving as a
driver of competitive advantage for an
organisation.
In Torben Rick's (a senior executive) words “Change
management is a dolphin, not a whale” which
makes sense as like dolphins, it should take smaller
leaps (steps), shorter breaths(phases) and ensure
contact with the surface, interestingly proving that
it is a continuous process not a sudden
transformation.

References:
h t t p : / / w w w . s t r a t e g y business.com/article/00255?gko=9d35b
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http://www.forbes.com/sites/johnkotter/2012/05
/ 0 2 / b a r r i e rs - t o - c h a n g e - t h e - re a l - re a s o n behind-the-kodak-downfall/
http://www.change-management.com/tutorialdefining-change-management.htm
http://www.consult-llewellyn.com/whats-thedifference-between-change-managementchange/
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Image Source: Change Management is a dolphinTorben Rick- www.torbenrick.eu
6

IT'S TIME TO ADAPT

I

t has been rightly said- “You can't expect to
meet the challenges of today with yesterday's
tools and expect to be in business tomorrow”.
Individuals, teams and even organizations
constantly thrive to achieve a definite and
predefined goal but at the same time these goals
are usually long term targets and here by long term
we mean anything in the north of three years. In
today's fast changing world, this duration is
enough to completely redefine the way businesses
operate, hence each and every one of the
aforementioned needs to constantly and rapidly
adapt to these major and minor adjustments. This
is where Change Management comes into the
picture. In the present scenario it's not at all
possible and feasible for any organization to be
rigid in the way it goes about doing things.
Flexibility is the most important need of the hour.
Due to advancement in technology, organizations
are under a lot more scrutiny from their investors,
shareholders, competitors etc. as compared to
what the scenario was a few years ago. A number
of mammoth organizations that were world
leaders in their sectors in the past have been made
to bite the dust because of their failure to
recognize the need to incorporate change.
Therefore, in order to make sure that an
organization remains stable, progressive and
profitable, when there is a need, steps should be
taken to move away from the usual and obsolete
methods of doing business to the more
contemporary and need-of-the-hour methods.
There have been many who have proposed the
STEP I - Checking whether there is a need for
change:
What most organizations fail to comprehend is
whether there is a need for change or not. History
is witness to the fact that even a lot of huge
multinationals have failed to grasp when the 'time'
is right to do a overhauling of their existing system.
This 'time' comes and goes, and then there isn't
much the company can do but play the catching up
game with the ones that were smart enough to
recognize the same and take measures in that
direction.
Ford Motors is one of the most glaring examples in
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this context which failed to latch on to the
opportunity to switch towards a more sustainable
path of growth for its products as well as the
company as a result of which today Toyota and
Hyundai are far ahead of it despite of being
relatively new entrants to the market. Another
example is Nokia which until just a few years ago
was the No.1 mobile phone manufacturer in the
world and today it's struggling to be in the Top 5.
Thus, the need of the hour is that the companies
should have a proper system in place assess when
there is a need for change management and to
what extent. For this, they should focus more and
more in Market Research and related activities.
This is continuous process that will keep on going
even when a particular change is taking place
(being implemented) because of the highly volatile
nature of today's market Whether it's
redeveloping a new sales channel or a merger or
even if there is a need for applying principles of Six
Sigma and Total Quality Management to improve
the organization's existing operational structure,
change management is a must.
STEP II – Preparing for Change:
When a need for change management has been
established, before incorporating it, it's imperative
for the company to first prepare with the necessary
resources to implement it. There should be a clear
and proper strategy as to what this change is, how
this change has to be undertaken and how it would
affect the current policies and way of functioning
of the organization. Another very important step is
to take into confidence the most important
resource of the company, i.e. its employees.
Any minute change would firstly and in the most
drastic way affect the employees. Hence, change
must involve the people and evolve them as more
productive individuals, instead of being imposed
on them. Resistance is a sure shot thing in case of
any such process but if the resistance becomes
persistent and stretched then it undermines the
whole concept of this process. Whenever there is a
change whether at the organizational level, the
process execution level or with respect to the
technology that is prevalent in the organization,
change management is the method of reducing
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the resistance that is offered by the employees as
well as the existing structure of the organization.
During this step, the goals and strategies of the
process are laid out. Also, an outline of which
method of change management will be applied
and the sequence of steps for the same is also
framed.
STEP III – Applying Change:
If the 'Preparing for Change' step has been
undertaken properly and thoroughly, this next step
can turn out to be smoother and easier. The
research in the preceding step makes sure that
every individual, team and department of the
organization is aware and hence becomes cooperative of the change management process that
is going to take place in the company. This process
should be iterative spanning over a considerable
time period and the organization should be patient
and give it time as this transition would bear fruits
only after some significant time.
An example of Change Management methodology
is the 'Nudge Theory'- This a relatively new and
highly controversial method that is being used by
the contemporary governments of the western
countries to bring about a change in the thinking of
large sections of the society or the society is a
whole. By understanding heuristics, we can
understand why and how people think,
understand and make decisions. Heuristics, in the
context of Nudge theory deals with the tendency
of people to think emotionally and instinctively,
rather than rationally and logically, based on a
variety of influences. The controversy behind this
theory is that it should be applied ethically and for
the betterment of the people.
STEP IV – Reinforcing Change:
This step is carried out during as well as after the
'Applying Change' step. While the change is being
applied there may be a few aspects of this process
that may not go as planned or regarding which the
employees may raise objection or have
apprehensions

noted down for future references. After
completing this step, the organization should also
applaud and reward the individuals who have
played a pivotal role in the success of the change
management process.
To conclude, I think it has been aptly put by many in
the past that the only constant in the world is
'Continuous Change' and it's high time the
companies of the present as well as the future
made peace with this fact and took steps to
encounter it.
REFERENCES
www.wikipedia.org/wiki/Change_management
www.change-management.com
www.mindtools.com
www.strategy-business.com
www.hbr.org

Hence every iterative 'Applying Change' step
should have a follow up process to get a feedback
from all the employees/teams. If there is any
problem or mistake then corrective measures
should be taken to prevent escalation of the same.
A review is a must so as to get an idea of how this
change would affect the future of the organization.
Any deviation from the original estimations should
be deliberated upon and the reasons behind it
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OLD HABITS DIE HARD:
The Organizational
Perspective
Things aren't the same anymore she said, well as I
was bracing myself for the inevitable to be
delivered and praying for it to get over fast; she said
it 'You've Changed'. Well my girlfriend exgirlfriend was definitely no management guru and I
still like to believe that she was wrong (ha!) but
being rather retrospective, contemplative and
pragmatic about it, I have to say that 'change is the
only constant' and modern day organizations must
be better prepared than perhaps she was in
dealing with it.
We in India recently witnessed a change,
apparently “Acche Din Aa Gaye” while this was
always on the cards, what was surprising was how
the incumbent party couldn't handle the situation
properly with err a Cambridge and Oxford
educated prime minister. The question that would
perhaps startle one and all here is that; if change is
constant and always happening then well why is
change management still a reason for
organizational failure and ineptitude. The answer
lies in the fact that although change management
is no rocket science, yet resistance to change is in
our inherent nature as we seek the false comforts
of the alluring yet eluding arms of stability. We
conveniently choose to ignore the fact that change
is imminent and necessary for not only our survival
but also our development. Organizations often fail
to understand that while changing the Mission,
Vision and Strategy is important, it's pivotal to
include perhaps the most important stake holder
in the roadmap to change- the EMPLOYEES who
actually implement this change Organizations just
cannot overlook the fact that 70% of the change
initiatives actually fail (Kotter, 2008) and most of
them fail due to ignoring the human capital angle
and their resistance towards it. Organizations
today cannot be oblivious to the best practices for
implementing change; they cannot afford to close
their eyes to the facets of individual and group
dissonance towards change. It's like half of Infosys
calls in sick during the 'CAT' season and the senior
management actually buying it. This article lays
special emphasis on the “Implementation “phase
of change and on how to run smoothly through it.
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Change is Inevitable, might just enjoy it after all!
Understanding the fact that people will resist
change is important, it's important because not
only will it help in anticipating the negative aspects
of change, but will also help in designing and re
designing the bits that were left around during the
first time, after all change is a continuous process.
So how do we manage change better than
organizations like Kodak and Toyota who realized
the importance of a disgruntled human resource,
much after the water had gone overboard? The
fact that the dissatisfaction of the human
resources remains a soft factor i.e. not easy to
quantify, often sidelines the importance of the HR
Manager/ Specialist compared to the more
measurable/ quantifiable counterparts such as
finance in the change management initiatives. So
the first and foremost step would be to include an
experienced HR professional into the decision
making process, someone who understands the
mood of the employees, revels in the
organizations' culture and is most importantly
loved, supported and respected by the people. He
should be entrusted with the responsibility of
explaining to the employees the need for change,
after all trust is of paramount importance and
indeed sanctimonious to the relationship between
the employees and the management.
Organizations should also address the uncertainty
that arises in the mind of the employees due to
change, fear of being obsolete, surplus to
requirements and the fear that they won't be able
to cope up with the new jobs and tasks at hand,
need to be addressed by a dedicated
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Human Resource Development team.
Organizations must ensure that change is induced
in phases and in a healthy manner. Change must
not introduce competition, which in turn induces
mistrust and sentences the once harmonious
organizational climate to a slow painful death.
People should be allowed to work with their status
quo teams, the ones they are comfortable with,
rather than shuffling around the already set
combinations to induce further uncertainty.
Simple measures like asking employees for their
feedback before, during and after the change can
be implemented to make theemployees feel an
integral part of the organization and create a sense
of belonging towards the organization. Not only do
these simple measures help in managing change,
they ensure that productivity during
organizational change does not suffer.
Organizations must kill the element of surprise
change brings, to ensure that the ripple effect of
change does not carry forward to other functional
and performing parts of the organization. The
period of change is that time when the voluntary
turnover peaks as individuals fear a mismatch
between their value system and the one the
company intends to adopt, while some just leave
fearing more work and added responsibilities.

This makes it even more imperative for
organizations to retain their top performers and
assure them that their efforts will duly be
recognized and rewarded both in tangible and
intangible forms.The fact is that change is the order
of the day, minor changes and restructuring
happen more often than we'd like and in order to
survive we have to live with them. What's also
important is that there's no standard sure shot
accepted way to implement change, asking
individual experts on absolutely certain ways of
managing change and handling employee
resistance is no better than asking them about
their favorite ice cream flavors, because in all
probability all of them will come up with a different
recipe for it. What is important is communicating
change effectively during the implementation
phase by regular contact rather than the grapevine
doing its magic. Handling change will always be a
complex and challenging activity. Ensuring that
employee resistance remains minimum is a
quintessential ingredient towards successful
implementation of change. In the end we believe
that we can predict with absolute certainty that an
apple thrown up will definitely come down, but we
can never know for sure what goes on in the
human mind, this is what makes change
management a challenge worth taking.
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Change before
you have to
Jack Welch of GE rightly remarked “Change before
you have to.” Over the past few decades, more
than 100 companies have tried to change
themselves to meet competition. From large
organizations like IBM, to relatively new entrants in
the market like Flipkart.com, corporations on their
knees like Jet Airways, Eastern Airlines have seen
different forms of change, from cultural change to
rightsizing, to reengineering and restructuring.
While a few change efforts have been very
successful, a few have failed miserably and most
fall somewhere in between the two sides of the
scale.
There are two theories of change:
·Theory E (economic value) change, which is the
“hard” approach to change and boosts returns
through economic incentives, drastic layoffs and
corporate restructuring
·Theory O (organizational capability) change,
which is the “soft” approach to change and focuses
on building trust and emotional commitment to
the organisation through teamwork and
communication
Few companies abide by just one theory. Rather, a
careful balance between these approaches is
required to reap huge payoffs in profitability and
productivity. The CEO of GE, Jack Welch did the
same. By demanding any GE business which did
not come first or second in its industry, he
implemented Theory E to get rid of all the
redundancies. Once this was achieved, Welch
adopted Theory O by starting several initiatives to
change GE culture.
One problem with this sequencing is that it takes a
long time. In case of GE, it took nearly two decades.
This further complicates the situation since a span
of this magnitude requires two CEOs, several
managers to implement, each with contrasting
styles, philosophies. The case of GE described may
just be an exception. So, it bodes well to apply both
these theories together to achieve sustainable
competitive advantage. This can come only from
constant willingness and ability to develop
organizations for the long term and constant
monitoring of shareholder value-combining E with
O. Faced with the need for massive change, most of
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the leaders and managers go the usual way by
reva mp in g t h e o rga n izat io n 's st rategy,
reorganizing staff and doing away with any
redundancies and inefficiencies in the system.
Once done with all the brisk action, they patiently
wait for the results to show up. To an extent, Jack
Welch did the same and in that case, it worked.
However, for some reason, the outcome is rather
disappointing in most of the cases. Why? This is
because most of the employees are reluctant to
alter their habits and working style. And so, it is
imperative to send across a bold signal providing
reasons to do things differently. The change plan
should be communicated to people in a way that
helps them interpret the ideas in the correct sense.
The employees should feel that the turnaround
plan has been designed for them. This can be done
by explaining the limitations and deficiencies of
the earlier plan and highlighting the current plan's
collaborative approach. As highlighted in the HBR
article on 'Change through Persuasion' (February
2005), “ensure that the cultural soil has been made
ready before planting the seeds of change”.
But as an organization aware that it must
constantly adapt itself to changing times to
maintain competitive edge, it is also absolutely
necessary to build up a workforce that consists of
people who do not grow complacent and are
responsive to change as well. In 1999, Procter &
Gamble's CEO Durk Jager, a highly regarded insider
who had recently been promoted to CEO,
announced Organization 2005, a restructuring
program aimed at changing P&G's culture.
However, not everyone agreed that such sweeping
change was necessary. The people rebelled, and
Jager had to quit only 17 months into the job. The
root cause of his failure was that he did not take
people along with him in the program. To achieve
such participation, managers have a wide variety
of tools at their disposal, such as financial
incentives, motivational speeches, and training
programs etc.In this case, it is worthy to consider
what IBM did. IBM was undergoing probably the
worst phase when, in 1993, Lou Gerstner became
the CEO and saved the Big Blue by transforming it
into a provider of integrated solutions. This led to
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a series of changes in the overall strategy of IBM.
The CEO announced the three new values they had
come up with (after extensive interviews with
nearly 300 senior executives and survey of over a
thousand employees) and in 2002, when Sam
Palmisano took over the position of CEO, several
changes were implemented. Inputsfrom
employees were taken on what they thought
about the value statements, whether they would
like any changes in the latest value statements and
what was preventing the company to abide by
those values.
So while IBMers praised the revised value
statements, they also identified obstacles, say
financial constraints, which were preventing them
from “dedication to every client's success”. This
prompted IBM to allocate funds to generate
business, develop client relationships and hence, it
clearly sent out the message that IBM lives by its
values. All this happened through the Values-Jam
session which it held in July 2003 via the intranet
portal. Thousands of employees participated in an
online debate about the nature of existence of IBM
and what it stood for. While it worked with IBM to
collaborate across the workforce and take the
employees along, it might so happen that if a
company pushes the turnaround plan too hard,
resentment build against it. Remaining silent will,
of course, never result in success of “change”. A
manager should start active conversations,
demonstrate the new values through non-verbal
cues and even visible behavior. The more people
see the changes occurring, the more they talk and
the greater the impact. Research has shown that
organizations change primarily in two ways:
through drastic action (often forced upon by the
top management and painful) and through an
evolutionary process (often gentle, continuous,
long-lasting and less confusing).[Source: Radical
Change, The Quiet Way, HBR, October 2001] This
ongoing, continuous evolutionary process of
change can often be frustrating for managers if the
employees just don't respond favorably over time
to the change process and initiatives. Psychological
research has attributed this not to the purposeful
resistance being shown by employees but to
“competing commitment” [Source: Immunity to
Change: How to Overcome It and Unlock the
Potential in Yourself and Your Organization,
Harvard Business Press, 2009]. Competing
commitment is a subconscious, hidden goal (say,
completing a tough assignment) that conflicts with

a stated commitment
(say, delivering on an ongoing project). For leaders
and managers, it is important to help employees
identify their competing commitments and the
assumptions underlying them. Ultimately, the
process of bringing about change is all about
understanding the complexities of people's
behavior, bringing the competing commitments to
the fore and helping them overcome the inner
conflict that is preventing them from achieving
their goals and adapting to the change.
However, the best of change programs do not work
always because most of them are guided by the
flawed change theory of attitude and behavior
which states that changes in attitude lead to
changes in individual behavior, which when
repeated by many people, would lead to
organizational change. However, it is just the
opposite--once people are put into a changed
organizational set-up, it “forces” new attitudes and
behaviors. [Source: Why Change Programs don't
produce change, HBR, November 1990]. So, to
bring about effective change, it is necessary to
align goals and tasks in small manageable units and
then, promote this task-aligned change across
several diverse organizational units. At the same
time, it is important to consolidate change to
ensure that once the changes are implemented,
things do not drift back to status quo. All too often,
change programs are designed to carry out
initiatives that come from the top. However, to
make change really happen, it doesn't need to be
managed, but empowered. That's the difference
between authority and leadership. While the
former gets people to do what the top
management wants, the latter gets people to want
what the top leadership wants and therein, lies the
core of any change plan. This is really not possible
without strong effective change leaders. The only
way to develop these kinds of leaders is to
incorporate leadership as a must-have
characteristic for promotion and then, mould
people into becoming leaders with that mindset. If
the CEO and other business heads do not
ultimately adopt the changes they have been
encouraging managers and employees to adopt,
the whole process can break down. At the end of
the day, they need to recognize the fact that
change is a unit-by-unit process and not a series of
programs to be implemented at once. Tata Steel,
one of the most important companies of Tata
Group, had, until 1990s, a very humanistic
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and paternalistic culture. However, with the
economy being opened up for liberalization and
privatization, Tata Steel realized that their
technology had become so outdated, that an
immediate overhaul was required. Until 1990s,
nobody seemed to be worried about the fact that
the company was overstaffed and under skilled. As
competition came in and the company realized
that it was absolutely essential to adopt the new
technology, it began to control all costs, including
those of labor because the new technology was
productive and required only 25% of the labor of
the previous technology. One of the first reactions
to any change would probably be “Does this affect
me in a good way or bad?” To avoid any such
resistance to change, Tata Steel did not defer from
their core cultural philosophy. Consistent with the
culture, they created a humanistic approach to
downsizing by offering pension at one and a half
times the current basic and dearness allowance to
employees who were more than forty-five years of
age. Besides, many of the older employees realized
that because they were not formally educated, it
would be difficult for them to adapt to the new
technology being incorporated. Starting 1995, Tata
Steel began offering employee separation
schemes to selected departments which
absolutely needed to shut down.Care was taken to
prevent younger people 75000 to 4000. With this
also came the need to incorporate a new vision in
full spirit. For this, they launched a campaign
“Lakshya 2007”. Nearly 5000 suggestions were
received from workers, supervisors and the
management. Once the new vision was crafted, it
was communicated through a series of one-day
workshops about cultural vision across the various
locations. These helped each person relate to the
vision and how each person could contribute to
making the vision a reality. This story clearly
describes how Tata Steel achieved change not with
a “slash-and-burn” strategy but with the skilful use
of change initiatives and patience. [Source:
Leading Strategic Change by Flamholtz & Randle,
Cambridge University Press, 2008]
While more than enough has been written in
books, talked about on internet forums and much
research gone into the subject, the fact remains
that managing change is tough. 5 business heads of
an organization, if asked to identify the most
critical factor to successfully implement change
programs, would probably all give different factors
based upon individual points of view, experiences

and perspectives. While leadership style, culture of
the organization and workforce motivation are
c r i t i ca l fa c to rs fo r s u c c e s s at c h a n ge
implementation, they are not sufficient enough.
That is because they are not measurable. Hence,
the more important factors include the time
necessary to complete a change initiative, number
of people involved in execution and the financial
results that can be expected once change is
successfully implemented. The ability to detect
between competing approaches to change and
their likely returns may be one of the most
important skills for managers to learn over time.
Ultimately, people are critical to the success of any
change program. So, at the end of the day, it is all
about persuading them. Persuasion leads to
understanding, which gathers acceptance and
ultimately, action and adaption. The more the
numbers of people get excited about it, the more
likely it is that the rest of the company will come
forward and accomplish the change and the more
peacefully a manager can sleep at night confident
about the future of the company
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Factors of Change
“Evolve or die. If it ain't broke, break it. If you don't
like change, you are going to like obsolescence
even less” - Paul B. Brown
These days' organizations are operating in an
increasingly turbulent milieu. The competition has
taken a bigger stage ranging from regional,
national to global. But ironically this competition is
a part of ever changing mélange of
competitiveness and interdependencies. Mergers
& Acquisitions, Alliances etc. have become the
common business trends. Technology is evolving at
a rate faster than ever before. Yesterday's
strategies are not likely to work in tomorrow's
workplaces.
The new paradigm demands the companies to
constantly reinvent themselves and change the
way they operate whenever required to remain in
the race. The companies that failed to reinvent
themselves disappeared in no time. One example
which I couldn't resist myself from quoting here is
The Eastman Kodak Company. It invented the
digital camera but failed to predict the changing
trend from film cameras to digital cameras and
respond accordingly.
On the other hand, companies like Apple, Amazon,
Google etc. are evolving constantly to meet the
requirements of changing times and thrive to out
beat their respective competitors.
Change Management Activities:
To give change the greatest chance of success, the
essence is to identify the tasks that are
indispensable.The activities in managing a can
include (not an exhaustive list):
·Firstly, to understand the direction of change
·Communicating clearly the change and its
advantages to the people
·Identifying the “change agents” and activities
involved in bringing about the change
·Assessing the impact of the change on people,
structure and processes of the organization
·Planning activities should address the change and
its impacts
·Ensuring that the process of undergoing change is
pure and simple
·Identifying the success indicators for change and
making sure that they are regularly measured
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Some of the key factors organizations should
understand in change management process are:
·Change is a methodology and it is not an end
result; Many a times change is equated with the
results that are obtained towards the end however
it's the process of change that is more crucial which
results in positive outcomes
can include (not an exhaustive list):
·Firstly, to understand the direction of change
·Communicating clearly the change and its
advantages to the people
·Identifying the “change agents” and activities
involved in bringing about the change
·Assessing the impact of the change on people,
structure and processes of the organization
·Planning activities should address the change and
its impacts
·Ensuring that the process of undergoing change is
pure and simple
·Identifying the success indicators for change and
making sure that they are regularly measured
Some of the key factors organizations should
understand in change management process are:
·Change is a methodology and it is not an end
result; Many a times change is equated with the
results that are obtained towards the end however
it's the process of change that is more crucial which
results in positive outcomes
This approach is so intellectually crafted at
Unilever that these factors help not just in the
growth of the company but society as a
whole.
1. Technology and Inclusive Innovation
Unilever was quick in understanding the changing
shape of socio-economic pyramid to diamond with
the expanding middle class and decreasing low
income customers. With the rise in middle class
Unilever sees huge opportunities opening up in
meeting their needs. Technology helps in
anticipating the change with much better
accuracy.
In 2013, Unilever used technology to expand their
direct distribution reach in both urban and rural
markets.
7
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By GPS tagging retail outlets, they were able to
identify and prioritise the geographies that
presented an opportunity for direct distribution
expansion. Unilever now provides service to over
three million retail outlets directly helping to
further improve availability and access to its
products.Through Project IQ, a technology-based
analytics capability, they enabled sales people to
make shorter and more effective sales calls.
Unilever was also early in recognizing the impact of
internet in on the way how brands engage with
their customers. Unilever came up with many
online campaigns which proved successful.
2. Committing to sustainable and responsible
growth
Unilever's journey towards building a future ready
organisation gained momentum and direction in
November 2010 when it launched Unilever
Sustainable Living Plan (USLP). The aim of the plan
was to double the size of the business while
decoupling the growth from environmental impact
and increasing the positive social impact.
Hand washing program, Project Sunlight, Partner
to Win, Help a child to reach 5 are some of the
campaigns Unilever has undertaken to increase
awareness among people and contribute to the
very purpose of making sustainable living
commonplace.
3. Building future ready talent and capabilities
The list of programs of Unilever to build talent is
very long. Unilever Future Leaders Programme,
Incite, Food's College, Shop floor Skill Upgrading
Programme, Sparkle, Stepping into One are the
programmes at Unilever to nurture a continuous
learning environment that builds talent and new
organisational capabilities. Unilever takes a holistic
approach towards honing the talent and building
leadership capabilities in its people.
4. Values-led and purpose-driven leadership
As I previously mentioned that someone has to
take the ownership of change and here's where
exactly the leadership of the organizations comes
into play. A future ready organisation needs
leaders who will not only build the organisational
capabilities to harness technology and new ways of
working, but also instil theValues to build
sustainable and responsible models of growth.
Leaders should build organizational character
which is crucial to future success.
5. Creating an agile and inclusive work culture
In a world with easy access to information and
rapid changes, companies need to move fast to

keep up. Speed is the new currency for future
ready organisations. Diversity and inclusion has
always been one of the most important aspects of
the business growth agendas of Unilever. It drives
more effective collaboration in cross-functional
teams by using project classification tools and
behavioural changes amongst employees. This
helps in increasing the pace of innovation.
We are living in a VUCA world with improving
technology and increasing connectivity.
Organisations will have to adapt to rapidly altering
situations and develop new ways of working in
order to succeed. Anticipate. Strategize. Evolve are
the three key things that any organization should
follow to sustain in the world of tomorrow.
ReferencesFerrazzi. K, Managing Change, One Day at a Time;
2013, HBR Articles
Wendell L. French, Organizational Development,
2008, Pearson
Manwani H, Building a future ready Organization,
2014, HUL
Kotter, Leading Change, 1995
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Managing Change
"It is not the strongest species that survive, nor the
most intelligent, it is the one most adaptable to
change" - Charles Darwin.
In today's world there constantly are changes
intechnology, market conditions, customer
demands, input costs or the policies in any
business to cope up with the growing competition.
Depending on the extent of adaptation of the
business to change, the business can survive the
cut-throat competition. Adapting to and managing
change provides a competitive advantage,
allowing organizations to quickly and effectively
implement change to meet market needs.
What if change is not managed effectively? The
organization's productivity may decline, valued
employees may leave the organization, the existing
employees' morale may deteriorate, projects may
go over the budget or may not be able to meet the
deadlines. Employees may find out alternatives to
the new working methods or may go back to the
old ways. A divide can be created between the
organization and the employees.
A research has shown that effective application of
change management increases the success rate of
organizational changes to as high as 96%. Change
management basically applies structured
framework of methods, tools and processes to
achieve the gap created by change between the
actual level and the desired level. Change
management has at least three different aspects
including adapting to change, controlling change
and effecting change. The scale of the change does
not matter, what matters is how effectively an
organization applies the change management and
There by increases the probability of staying on
schedule and budget, resulting in higher benefit
realization and return on investment. Thus, leading
corporations, government organizations,
institutions and non-profit organizations are
adopting change management in today's everchanging business world.
Change Management as a discipline began to
emerge in the 1980s and early adopters such as GE,
Ford, and AT&T, were very large corporations that
could derive significant savings through more
efficiently implementing new programs. During
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the 1990s, industries undergoing significant and
rapid change in areas such as information
technology and human resources began
highlighting the benefits of Change Management
programs on a broader scale. The experiences,
consequences, and costs of implementing change
without a structured approach has helped
employees and organizations embrace Change
Management tools. Th e 2000's marked
widespread acceptance of Change Management
as a business competency for leading
change.Change management entails thoughtful
planning and sensitive implementation, and above
all, consultation with, and involvement of, the
people affected by the changes. If you force change
on people, problems arise. Change such as new
structures, policies, targets, acquisitions,
disposals, re-locations, etc., all create new systems
and environments, which need to be explained to
people as early as possible, so that people's
involvement in validating and refining the changes
themselves can be obtained. Change must be
realistic, achievable and measurable. These
aspects are especially relevant to managing
personal change. Furthermore, before proposing
changes, it is important that leaders ask for the
opinions and reactions of their subordinates to the
proposals, to make the changes beneficial to all of
the members of a particular corporation or
organization. Two examples are as follows.
Tata Motors marks the biggest turnarounds in the
history of Indian automobile manufacturing
industry which happened in 2001. This success
story of Tata Motors can be entirely attributed to
the timely change adopted by the Tatas and the
then M.D Ravi Kant who led the change. Tata
Motors was predominantly a manufacturer of
commercial vehicles, and that is a very cyclical
business. The commercial-vehicle market in India
shrank by more than 40 percent. The 5 billion
rupee loss in 2001 was the first time something on
this scale had happened in the company's history,
and it really shook everybody within the
organization. They tried to understand what had
gone wrong and wanted to create a path for the
future to ensure that they never got into such
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a situation again. So in 2001 they decided on a
recovery strategy that had three distinct phases,
each of which was intended to last for around two
years—six years in all.
Phase one: Costs had to be reduced in a big way,
and that was going to be a huge challenge for a
company that was not only the market leader but
had been used to operating in a seller's market and
employing a cost-plus approach to pricing. Phase
two: Consolidating their position in India. Phase
three: Go outside India and expand operations
internationally.
Historically, Kodak was built on a culture of
innovation and change. They had people who led
change. One key to avoiding complacency is to
ensure these innovators have a voice with enough
volume to be heard (and listened to) at the top. It's
these voices that can continue to keep a sense of
urgency in your organization. If they are given the
power to lead, they will continue to innovate, help
keep a culture of urgency and affect change. As
Kodak became more successful complacency grew,
leaders listened less to these voices, which made
complacency grow some more. It can be a vicious
cycle. Kodak did not move into the digital world
well enough and fast enough.
Terry Paulson believes "It's easiest to ride a horse in
the direction it is going." Changes come our way
and we need to adapt to them even though it may
not be the easiest way!
Referenceswww.prosci.com
eravandi.blogspot.in
www.forbes.com
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Alumni Interview with
Mr. Gaurav Rampal
1. You are from the 2000-2002 batch. Can you give
us a picture of your life at SCMHRD and how has the
college contributed to your progress?
It is always great to reflect back on the memories
and experiences SCMHRD has given me. I have
always believed that my learning in the 2 years I
spent there has been two-fold. Along with the
academic learning, the student-driven committees
in our college enhanced the out of the classrooms
learning and the latter played a very important role
in inculcating a sense of responsibility in me. There
were ups and downs and these bittersweet
experiences are what helped me in becoming
competent. Also, the competition was fierce and
that has shaped and prepared me for what I face on
a daily basis in my business. On the softer side of
my days in SCMHRD, the friends I made there will
always be a part of my life and the memories have
definitely been worth treasuring.
2. You are in an unique profession of trading
horses. What made you enter this industry and
how has the journey been so far?
Yes, I am in the business of buying and selling
thoroughbred horses. I work as an independent
broker and advisor. In addition to doing business
domestically, I imports horses from USA, UK,
Ireland, France, New Zealand and Australia. I
manage bloodstock portfolio of clients and do
strategic business consulting for stud farms.
Post SCMHRD I worked for a leading stud farm for
two years, had a stint as a banker for eight months
and then decided to chase my passion. I believe in
trying and regretting and not the vice-versa, i.e.
regretting that I never tried. A little trial and error
brought me to this aspect of business. I am fond of
horses and love the work that I do.
Bloodstock business being a seasonal one, I delve
into the teaching space as well. I have a corporate
training business in partnership with Vandana
Desai. Our firm The Transformers specialises in
training in the fields of Selling, Business
Communication and Etiquettes.
3. Time is an asset in the dynamic and competitive
business environment we operate in today.
According to you, what is the key to achieving a
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balance between your professional life, personal
life, and your passion?
A good work-life balance is essential and its not
possible to achieve it without discipline. One must
know his/her priorities and where their presence
carries more importance on a particular day. To
me, personal lives deserve as much credit and time
as professional lives. And more importantly, you
cannot have a balanced life if the people you
interact with on a daily basis are not supportive of
what you do. In my case, I am blessed with good
friends and an extremely empathetic wife.
4. Coming to the theme of this edition of our
magazine, what are your views on change and its
inevitability?
Yes, undoubtedly change is inevitable and there is
no argument to the saying which emphasizes on
the fact that it is the only constant. It does carry
along with it the baggage of uncertainty, fear of
failure and resistance to adaptation but change
must happen. It is a precursor to growth. One must
assess how a particular change will impact their
business and the people, and accordingly take
steps towards development and improvement of
practices. Risk is ever-present in implementing a
change, but it is often worth it.
5. What kind of change takes place in your
profession?
Changes in my profession are generally subject to
the economic conditions prevalent in the country.
Reason being, that it is the luxury industry and
spending patterns fluctuate as economies
fluctuate. Although, I am grateful for a certain
section of the customers, who value maintaining a
status symbol and keep our business in action
round the year regardless of the economy.
6. Can you elaborate on a personal experience
which required you to deal with change
management?
The toughest decision of my life so far was starting
from scratch after moving out from the service
sector. I do believe that when adopting a change,,
you must consult but not to an extent that you lose
the fire to play on new grounds. I did not ask
anyone for affirmation, I just informed them.
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The field I was entering into required knowledge
and commitment. Initially, I had a lot of thoughts to
back track but one day somebody on a flight told
me – “If you can survive the first 1000 days, half
your battle is won”. This change and the courage to
take the risk changed my life.
7. What would be your message to the present
generation to help them become successful in
their careers and achieve their dreams?
My words of advice would be to spend more time
outside the virtual world and let not phones and
tablets make you lazy. Get your hands dirty and
understand the ground realities of how things
work. Experimental learning is the best teacher.
You will not be a winner every time and these
events will reward you with lessons for life. There is
no shortcut and more often than not, ends do not
justify the means. Hard work will lead you to
success. Feel for what you do. Don't think too much
and take risks! If you follow the right means and
maintain the right attitude, then the first few years
of your life, you will live like no one wants, but the
majority of your life after that, you will live like no
one can.

Mr. Gaurav Rampal, owner of Scintilla Bloodstock.
Know more about him at: www.gauravrampal.com
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Comfortably
uncomfortable

O

nce upon a time, organizations could
count the number of competitors they
had. Today, dynamics of competition have
changed so dramatically that keeping track of
competitors is difficult and costly. We live in a
world where competitors are not only
organizations but also individuals. There was a
time when New York Times could easily identify its
challengers such as Los Angeles Times but today it
faces challenge from anyone who can update its
audience with latest news. While competition has
kept organizations on its toes, customers have
become 'the real boss'. Customers are no longer
satisfied with a standard product and are
constantly demanding a customized product
relevant to their needs. Consumer-centricity has
become a buzzword in the corporate world. Can
organizations really satisfy the changing needs of
today's customers? In such a dynamic world, only
those organizations that have evolved over time
have remained successful. One key trait of these
ever evolving companies has been that they are
comfortably uncomfortable!

What does comfortably uncomfortable really
mean? Comfortably uncomfortable organizations
have three key characteristics. One, they
continually put themselves in situations that
demand employees to change. Second, they
measure the level of discomfort introduced. Third,
they reward employees who endure change. Thus,
change management is in the very DNA of these
organizations.
Apple Inc. stands out in its ability to change
according to its environment. In fact, Apple Inc. has
used change to drive innovation in the company.
When Steve Jobs returned to the company in
1996,he closed many divisions that were not
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aligned to his vision of Apple. Instead of feeling
uncomfortable with this decision, engineers were
excited to work on a new project, which was the
'next big thing' for the company. How could Apple
Inc. achieve this great culture of change? Answer
lies in the Human Resource practices of Apple Inc.
Guy Kawasaki, former employee of Apple, shared
how difficult it was to work with Steve Jobs for
constant change was the core belief of the
visionary leader. “Fear drove great achievement,”
reflects Guy Kawasaki in his interview with Don
Lyans of Read Write. Steve Jobs realized the value
of keeping employees comfortably uncomfortable
to harness their talent to the fullest.
How can an organization today apply the concept
of being comfortably uncomfortable? HR practices
of many companies have revealed that they
possess only one or two characteristics of
comfortably uncomfortable organizations. Also,
these characteristics have not been imbibed into
the very culture of the organizations leading to
cloudy execution ofchange management. There
are seven steps to make organizations comfortably
uncomfortable. First step is to commit to change.
Second, make change as the core value of the
company. Third, develop a metrics to measure
level of discomfort within the organization. Fourth,
conduct a 'comfort' audit to assess the current
level of discomfort before and after the
introduction of a new policy. Fifth, constantly
engage employees in the process of change so that
change is not a once in a decade process. Sixth,
push employees beyond their comfort zone to
build stamina for change. Finally, celebrate change
by rewarding employees who go out of the way to
achieve organizational goals.
“Battles are won not in the field but in the hours of
training,” -Eric Thomas
Organizations that are willing to put themselves in
situations that are beyond their comfort levels are
the ones who will survive competition and be
relevant to customers. Thus, comfortably
uncomfortable organizations are the future of the
corporate world.
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AS WE KNOW IT!!
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The merger story of
Air India and Indian (Airlines))
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The follies committed by and the eventual light at
the end of the tunnel for India's national carrier.
Among the several mergers and acquisitions that
have colored the Indian business panorama over
the last 14 years of the 21st century, none is more
tumultuous and attention grabbing than the Air
India – Indian (Airlines) merger. Air India is the
national carrier for India and is owned by Air India
limited, an entity of the Government of India. It is
the 2nd largest airline in the country, preceded
only by IndiGo and Jet Airways. It is headquartered
in New Delhi and has secondary hubs in several
locations in the country. Indian, formerly Indian
Airlines (Indian Airlines Limited from 1993 and
Indian Airlines Corporation from 1953 to 1993) was
a major Indian airline based in Delhi and focused
primarily on domestic routes, along with several
international services to neighboring countries in
Asia. It was state-owned, and was administered by
the Ministry of Civil Aviation. It was one of the two
flag carriers of India, the other being Air India.
The declining market, operating and financial
performance posed a serious threat to future
survival of the two airlines on a stand-alone basis.
Erstwhile Air India was focusing largely on
international sectors as well as few domestic
sectors and erstwhile Indian Airlines focusing
largely on domestic sectors and few sectors of the
neighboring countries which was overlapping the
networks of both the airlines. The airline officially
merged into Air India on 27th February, 2011.
Reasons for the same can be outlined as follows:
·To scale new horizons and establish fresh
benchmarks for service, efficiency and reliability,
making Air India a force to be reckoned within the
global aviation industry
·To become a world class airline and provide the
finest service in the areas where Air India operates,
hence becoming globally competitive
·To harness the opportunity to leverage combined
assets, infrastructure and capital better and build a
stronger sustainable business, so as to create the
largest airline in India and comparable to other
airlines in Asia.
·Provide an integrated international/domestic
footprint which will significantly enhance
customer proposition and allow easy entry into
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one of the three global airline alliances
·Enable optimal utilization of existing resources
through improvement in load factors and yields on
commonly serviced routes as well as deploy “freed
up” aircraft capacity on alternate routes
·Provide an opportunity to leverage skilled and
experienced manpower available with both the
airlines to the optimum potential
·Provide maximum flexibility to achieve financial
and capital restructuring through revaluation of
assets
·To strive for and achieve client satisfaction, so that
able to transform Air India into an organization
people are happy to deal with
·Constructive involvement of all employees, so
that employees take pride in their job, their
organization and themselves, creating excellence
in each and every sphere of activity, so that
Corporate image is refurbished
In the year 2007, as announced by the Government
of India, the Merger of Air India and Indian Airlines
took place. Four years later, in February 2011, Air
India and Indian Airlines merged along with their
several subsidies to form Air India Limited. From a
2007 standpoint, the merger of the two carriers
was seen as a profitable strategy that could reap
the PSU mass gains through operational
economies. mass gains through operational
economies.
This decision came at a time when there had been
a continuous escalation of Air Turbine Fuel Charges
and growing competition from private and low cost
carriers. Each additional buy of an aircraft was not
being able to justify its own cost, in terms of
efficiency and capacity utilization, due to falling
passenger traffic. The same time, discussions for
making Air India a part of the Star Alliance, which is
an internationalalliance of national carriers that
seeks to derive benefit from leveraging bilateral
rights, were taking place. The operations of both
airlines, in reality, had never been the same since
the government allowed private players into the
aviation industry.The merger was viewed by the
management as a panacea to all the above woes
that ailed either national carrier,that served the
same motto but under different incorporations for
so long.The Management personnel have
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worked closely with the Integration Cell in planning
the seamless integration of various facets of the
organization. They were coordinating the detailed
planning and implementation of integration
activities which was driven by the functional SBU
Heads. Management was working on gradually
transitioning the organization to the new structure
as well as other priority areas such as route and
network integration, seniority integration,
c o m p e n s a t i o n h a r m o n i z a t i o n e t c .T h e
management personnelwere to attend to existing
duties in such a manner that there will be no
disruption in regular business or allow a vacuum in
decision making in their erstwhile or new
functions. They drew various integration plans for
various working groups. The key focus areas were
on yields and profitability, on time performance
and schedule reliability, product consistency on
fleet and improvements in fuel consumption
practices. One of the difficult tasks the
management faced in merger process is with
regard to integration of human resources.
Albeit, all the said and done elements of the
merger being settled, till this date there still exist
disparities between workers of the two companies
on several issues. To cut a long story short, the
merger was not a success and the strategy couldn't
see its fruition due to innumerable operational
loopholes.
On the employee end of affairs, the merged
personnel faced several changes due to their being
at the focal point of the newly born entity:
·A blanket ban on recruitment, hence not
recruitment against any retirement.
·Contractual/Casual employment introduced in
major places where against permanent post.
·Children Educational allowance i.e. scholarships
abolished.
·All 'Travel on Office duty' to other stations should
return on the same day – no hotel accommodation,
temporary posting of all employees discontinued
and travel was only to be on economy class.
·Advances given for festivals stopped.
· A l l t h e t ra i n i n g p ro g ra m s re s t r i c t e d .
Conferences/seminars/meetings which were held
outside the premises stopped.
·Reimbursement of State owned Holiday Home
charges/ITDC facility discontinued.
·Usage of official telephone for personal
use discontinued.
·The encashment of leave stopped.
·Free use of company vehicles discontinued.
·Salaries paid after 2-3 months. PLI were withheld.

·Re-imbursement of medical bills were not paid to
the employees for months together. Medical bills
of the hospitals not paid hence employees do not
get medical facilities from the panel hospitals.
Even after 5 years of a formal merger, erstwhile AI
and IA are still continuing with separate canteen
facilities for their employees with different rates
and subsidized food.
Both AI and IA are still maintaining different
working hours for their employees. Air India is
following 6 days a week schedule whereas IA
follows 5 days a week schedule. Uniforms worn by
different relevant categories of employees in the
erstwhile airlines are not made common. Final
Service Rules & Regulations are not yet made
hence wherever applicable erstwhile airlines rules
& regulations are made applicable to employees
depending on the cases. Participation of
unions/associations was not allowed during the
integration process or their views are not taken
into account. Many employees are terminated
from the services due to which the employees are
wounded hence still continue to work for the
airline without any interest in their day to day
activities.
Apart from those mentioned above, the reasoning
that contributed to the unsuccessful merger was
that the government failed to keep its promise of
equal pay to all grades of workers in the merged
entity – they persisted to have different pay
structure, training schedules, working hours,
career progressions and leaves.
It is also critical to note that the merger was not
something that didn't have proper practices put in
place to serve the changes being brought about in
the organization, despite the image the whole
issue has at its crust:
The erstwhile CMD and Jt.MD of the Company
worked together to steer the merged company on
its journey to success. The merged entity
comprised of 5 Strategic Business Units viz.
Corporate Services Group, Passenger Airline,
Cargo, Low Cost Airline, MRO (Maintenance,
Repair and Overhaul) & Ground Handling. These
SBUs were managed as focused businesses,
capable of offering a full suite of services, under
the guidance and direction of the Corporate
Services Group, Appointed senior management
team, Corporate Directors, SBU Heads, Deputy
Managing Director and Executive Directors to
varied areas in the Corporate and SBU structure; a
cross-functional Integration Cell along with subgroups was formed to plan and coordinate
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all integration activities. Jt. MD was the head of the
Integration Cell and worked closely with CMD in
planning the integration of various facets of the
organization. The Integration Cell coordinated the
detailed planning and implementation of
integration activities which were driven by the
functional/SBU Heads. These functional/SBU
heads draw upon the integration plans drawn by
various working groups. Several communication
channels were established to receive feedback and
inputs during the merger process. A three-tiered
Grievance RedressalCell consisting of members at
the highest levels to look into any specific
grievances that may arise was approved.
We need to understand, although, that the
personnel force that resulted from the merger led
to tremendous amount of redundant talent across
the organization. At the cost of being slightly
exaggerating, the organization had nearly twice as
many employees doing the same work with half
the efficiency. That primarily defeated the purpose
of the merger, unless merger the pilots of the two
companies operated separately till 2012. This has
led to strikes being undertaken by pilots on four
occasions since 2009.
One of the basic objectives of merger of erstwhile
Air India and Indian Airlines has been to provide an
opportunity to leverage skilled and experienced
manpower available with both the companies to
their optimal potential, and evolve an integrated
international/domestic footprint, which would
significantly enhance customer orientation and
provide an opportunity to fully leverage strong
assets and capabilities. However, such objectives
are yet to fructify completely for want of adequate
progress on the ground as more or less the two
erstwhile airlines continue to live in the heart and
mind of the employees. One of the most difficult
tasks in merger process was integration of human
resources. The Company had decided to take up
this task in a phased manner and assured that will
try to evolve category/level specific solutions in a
fair and transparent manner. In respect of the
category of employees represented by different
recognized union/associations, due participation
of such union/associations assured to be allowed
and had promised to take their views into account
which were deprived and not taken into
consideration any suggestions forwarded by the
recognized unions during the course of integration
of human resources. This attitude of the
Ministry/Management left a deep wound in the
heart of the employees. With regards to erstwhile

Air-India employees, promotion was counted on
the basis on number of years of service put in,
while in the erstwhile Indian Airlines, this exercise
was not followed. Juniors of erstwhile Air-India
rule the seniors in service from erstwhile Indian
Airlines due to which there is always unrest at the
working places.
These impediments to survival had literally put Air
India on ventilating support from the government.
So as to leverage the joint forces of the two airlines
and reap economies of scale, the merged entity
placed an order for 100 aircrafts. These aircrafts as
a result were never fully utilized and ran
uneconomical and unprofitable routes. Despite
continuous bailouts given in each year (2009-2012)
to the airline post merger, Air India had failed to
see any signs of operating profits. The striking
pilots have left passengers in a state of disarray and
helplessness.
We can pinpoint a few major pitfalls to this merger
malady that has struck Air India for so long:
·Leadership: International routes were Air India's
Cash Cows that reaped most revenue of all their
operating routes. The lack of consistent and
definitive action by the leadership and ministry to
resolve the pilots strike greatly stalled these routes
operating and made them lose ground to local and
international players. In stark contrast to what
needed to be done, Air India went through four
Chairman-cum-Directors in a span of 2 years that
greatly impacted organizational direction. Such
adereliction of the power that is needed at the
helm of an organization, especially during at a time
of a gargantuan overhauling of work practices!
·The merger brought the Airplane to Employee
ratio to 214 per plane (Singapore Airlines has 161
while British Airways has 178). Such largesse on the
personnel end could only be remedied by
transferring employees to proposed new units,
that necessarily are dealing with ground handling,
maintenance, repair and overhaul operations. But
the workforce that are being talked about in the
move, demand deputation than a transfer.
·The manner in which the workforce integration
took place was an ingredient for a spoilt broth.
Seldom was any attempt made to standardize
hiring policies for the rank and file.
·The two companies had 5 and 6 days working
weeks respectively. Indian Airlines pilots were
promoted unconditionally once in six years while
Air India pilots complained they got their turn after
10 years - if there was a vacancy. Ground handling
teams of the two giants continue to operate
23

separately, as did the pilots. "Before the merger,
due diligence on HR issues was very poor," says
CAPA'S Kaul.
·Some of the gaps are being addressed but the
process has been painfully slow. Five years after
the two airlines merged, staff operating below the
level of DeputyGM (DGM) have still not been
integrated into the merged entity, creating
organization structural obesity.
Even before the report by the Dharmadhikari
Committee, which was set up to look into Air
India's HR issues was released, Air India CMD Rohit
Nandan told Business Today: "It will not be an easy
report to deal with." The panel has suggested
uniform working hours and pay scales, among
other things. But that, at best, is a beginning.
In order to make this an even sided perspective of
affairs, it is critical to take into account what all
went right with the merger which came to fruition,
albeit a little later in time. As we all know, change,
natural or deliberate, takes its own time to
manifest itself. Here is the status of Air India as of
today:
-Utilization and availability of aircraft increased
resulting in improved market shares.
-Financial performance improved along with flight
timing performance being improved.
-Air India became a member of Star Allianceand
the code-sharing of the aircrafts has now been
done successfully.
-Holiday packages to new destinations on the Air
India network have been introduced to keep up
with the pace of private carriers. AI created new O
& D fares combinations that connect over 180
cities in Europe and US and 58 cities in India.
Passenger can now connect from a domestic flight
to an international flight in a single check in
process.
-”Unified Face to Customer” started which
includes new livery, new in-flight amenities and
new signage at many locations.
-Increase in non-stop flights, rerouting of flights
from overlaps into new destinations and
standardization of fares on overlap routes. Flight
timings changed.
-Standardized hub and spoke feeder flights
i m p l e m e nte d p rov i d i n g d a i l y d o m e st i c
connections from Chennai, Bangalore &
Hyderabad.
The common utilization of equipments, improved
work-process, common fostering of trained
manpower, better training systems and enhanced

contracts with other airlines/ground handlers
made the organization more streamlined. Low
Cost Airline viz Air India Express serves domestic
and international markets via point to point
connectivity. Sharing of instructor resources,
common courses and common training is done
successfully for crew. Tele- check-in introduced. AI
modified the systems to implement seamless
transfer of passengers between domestic and
international flights. Internet booking introduced.
E-ticketing introduced. This will endure that
partner airline all over the world willable to sell
connecting tickets with Air-India an important
requirement to ensure passenger retention.
Some of the major milestones achieved are:
1.Putting in place a three-tier governance
structure to manage the Company.
2.Laying down detailed scope of 6 SBUs, role of
Corporate Functional Directors, SBU Heads and
Executive Directors
3.Notifying Organizational Structures including
slotting of personnel at the level of Functional
Directors/Executive Directors/General Mangers
and Dy.General Managers in respect of majority of
the functions/SBUs.
4.Finalization of seniority integration principles of
various posts at the level of Executive Directors,
General Managers and Dy. General Manager sin all
cadres.
5.Finalization of reporting relationships at
domestic outstation and Star Alliance plans
6.Common branding at key customer touch points
along with Passenger Service System vendor being
finalized.
7.Administrative and Financial powers for the
merged entity.
8.Request for proposal of Clean Sheet exercise
released and offers being processed.
9.Integrated schedules and communication
programmes being created and taken up
10.The synergy benefits on annualized basis have
been higher than what has been projected.
11.New IBM mainframe system Z-9 has been
installed and phase one migration of the Passenger
Service System of the new system has been
successfully completed.
We can see through this elaborate account of the
merger, that the road ahead of AI is not one that is
without any obstacle or impediment. All one can
hope for is that the management and employees
face whatever comes their way in a hand in hand
manner than the more popular cloak and dagger
manner.
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OUT OF (
(H))RATIONALITY

Akash Malhotra,
SCMHRD Pune

A JOURNEY!

As a new member in an organization I had just arrived,
A place full of talent, boy my dream was to thrive
But this was a company that was different from core to crust,
I was already finding it very difficult to adjust.
Until came the training, a great way to start,
From coaching to OBL, the methods were poles apart
Mentors were allotted to make us company aware
No matter when you needed them, they were always there
Job Instruction Technique gave us an exposure to our roles,
Computer Based Training was a major step for us in meeting the company's goals
Then came the Lectures for a tediously long study course,
Thank heavens for demonstrations, they saved us from getting bored
Case studies and Role plays were always a lot of fun,
Learning from our peers, intended with a whole lot of pun
Out Bound Learning was the best thing there could ever be
We made friends with any trainee member we used to see
Today I am a CEO, many, many years later,
I have hundreds of meetings to attend and numerous clients to cater,
But even in such a hectic schedule, I cherish that period to the prime
Thank you for such a great training, it's gonna stay with me my entire lifetime.
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Across
3. A benefit offered by a downsizing employer
to assist former employees in re-entering the
job market. Assistance can include job
training, resume workshops, interview
practice and career counseling
4. The final meeting between management,
usually someone in the HR department, and
an employee leaving the company.
Information on why the employee is leaving is
gathered to gain insight into work conditions
and possible changes or solutions.
7. Pay structures within an organization. It can
be linked to employee appraisal.
Compensation is effectively managed if
performance is measured adequately.
8. A leadership disclosure and feedback
model used primarily in self-help groups and
corporate settings as a heuristic exercise
which can be used in performance
measurement and features the four
quadrants (windows) of “knowing.
9. Documentation created and maintained by
the employer containing such information as
hours worked, salaries, wages, commissions,
bonuses, vacation/sick pay, contributions to
qualified health and pension plans, net pay
and deductions.
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Down
1. The costs linked to recruiting talent. These
costs can include advertising, agency fees,
relocation costs, and training costs.
2. A comparison of one job with other jobs in
a company for the purpose of assessing fair
compensation.
5. The collective skills, knowledge and
competencies of an organization's people
that enables them to create economic value
6. The number of employees lost and gained
over a given time period.

27

fun section

HumouR

begins and
ends with HR

By
hr forum team

28

