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ABSTRACT

Any organization can grow and survive by setting up a continuous performance improvement 
culture that would enable to attain performance excellence through up- gradation of 
capabilities and skill sets of employees. Sustainable performance excellence can be attained 
by employees of an organization through integration of performance induced culture with 
organizational goals and objectives. To pursue performance excellence the organization must 
be committed towards becoming a learning organization that values process driven culture, 
which can be conceptualized as an input and output system. This paper has focused on 
evaluating key elements of extensive performance culture on attainment of performance 
excellence through continuous performance improvement.

Introduction

Achieving and sustaining high individual performance and organizational 
productivity in intensely competitive economic environment has become 

essential for organizational well-being. High performance and organizational 
excellence are not dependent on one or two simple factors. The entire framework 
in which the organization operates has greatly impacted the obtained results 
(Santori and Anderson, 1987). It refers to the culture of the company relating to 
how things are done, how decisions are made, what works and does not work and 
how the reward system works. It compiles the entire organizational environment 
in which the employees interact with each other and with other stakeholders.

According to Kovacic (2007) there has been substantial evidence that high 
performing businesses have certain distinguished competencies and capabilities 
that generate core strategy  as a source of sustainable market advantage. The 
organizational competencies in leadership, planning, information exchange, 
rewards, teamwork and learning are the basic building blocks of culture which 
guide the decisions and behaviour across the high performing organization. The 
specifics of a high performance culture are unique to an organization as they 
determine what will work best within the pre – defined parameters (Gomes et al., 
2004; Gomes et al., 2008; Yasin and Gomes, 2010). Every decision and behaviour 
exhibited by the organization has certain advantages and disadvantages attached 
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to it, so there is no one perfect pattern to work on as 
no 'one size fits all' when it comes to culture. With the 
creation of an effective performance induced culture, 
the organization inspires loyalty among its employees 
and other stakeholders who further promote the 
organization to the outside world (Neely et al., 2001). 
This paper attempts to provide some insights into 
organizational culture and how it might assist in 
increasing individual performance for organizational 
excellence.

System perspective 

An effective system requires understanding of the 
individual and organizational belief system. The 
belief system in turn affects how we observe the 
world and what data we choose as important to 
our requirement. The system would provide the 
organization with certain structural frameworks that 
would assist the organization to establish a stable 
environment even during chaotic market condition. 
These frameworks must be flexible and should be 
able to persuade competence among employees. To 
achieve performance excellence, the organization 
needs to emphasize on process driven organizational 
format. In a process driven organization, the process 
for arriving at the end result is as important as the 
result itself (Gleich et al., 2008). It allows all members 
of the organization to learn from their errors as a 
prerequisite for adapting to an uncertain future.

The organizational performance excellence 
frameworks are based on performance excellence 
criteria for the Baldrige National Quality Programme,  
a proven framework that is both flexible and industry 
generic. It provides a system perspective for managing 
the organization to achieve performance excellence 
(Ford and Evans, 2001 and Walden, 2003). This 
framework is important as a unifying mechanism to 
facilitate progress and assist organizational learning. 
According to Baldrige’s criteria for performance 
excellence (2011), the organizational performance 
excellence framework has seven levers: leadership, 
strategic planning, customer and market focus, 
measurement, analysis and knowledge management, 
workforce focus, process management focus and 
business results. Leadership area examines how the 
senior executives guide the organization and how 

they address their responsibilities. Strategic planning 
determines how the organization sets their strategic 
directions. Customer and market focus examines 
how the organization determines requirements 
and expectations of customers and markets. 
Measurement, analysis and knowledge management 
studies the management, their effective use, analysis 
and improvement of data and information to support 
key organization processes and the organization’s 
performance management system. Workforce focus 
enables how the organization develops its full 
potential and how the workforce is aligned with the 
organization’s objectives. Process management focus 
examines how key production and support processes 
are designed, managed, and improved. Business 
results refer to overall organization’s performance. It 
examines how the organization performs relative to 
competitors. 

Supportive organizational culture  

The culture of an organization defines its members’ 
relationships with each other as well as with 
the stakeholders. The benefits of a new system, 
organization structure and new approach to 
business are not realized until people change 
their behaviour (Pun and White, 2005). To 
create a sustainable organizational culture, the 
organization needs to initiate participation of all 
the members of the organization. Every member of 
the organization contributes to the formation and 
establishment of organizational culture (Aulakh et 
al., 2000). Organizational culture is rapidly gaining 
its importance as a company asset which can be 
implemented to increase the potential business 
performance. The Hawthorne studies at the Western 
Electric Company had made the first systematic 
attempt to use the concept of culture to understand 
the work environment. In the 1980’s there was an 
increase of interest in organizational culture. It had 
been credited largely as an important determinant 
of organizational success keeping in view the 
elevation of international competition. Specifically, 
the success of the Japanese in various diverse 
industries caused curiosity among the competing 
companies, about whether their differing corporate 
values, attitudes and behaviours were responsible 
for their consistent superior performance.  In general 
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it has been commonly agreed that organizational 
culture involves three basic human activities: what 
people think? , what people do?, and what people make? 
Therefore, the basic properties of organizational 
culture are shared, learned, transmitted cross - 
generationally, symbolized, adapted, and integrated 
which is difficult to change. The most important 
definition offered by Edgar Schein (2004) of MIT’s 
Sloan School of Management is that organizational 
culture is “a pattern of shared basic assumptions 
that the group learned, as it solved its problems of 
external adaptation and internal integration, that 
has worked well enough to be considered valid and 
therefore, to be taught to new members as the correct 
way to perceive, think, and feel in relation to those 
problems”. 

According to DeTienne et al., (2004), organizational 
culture “exerts a powerful influence on how 
companies manage knowledge” therefore, an 
essential source which interlinks the employees 
and the various departments with updated 
information about how to go about their job. De 
Long and Fahey (2000) have further identified 
four areas where organizational culture influences 
behaviour. Firstly, culture and subculture creates 
an assumption about which knowledge is worth 
managing. Secondly, culture defines the relationships 
between individual and organization which would 
determine the control point for essential knowledge 
and information. Thirdly, culture creates the context 
for social interaction and determines how knowledge 
will be used in particular situation. Finally, culture 
shapes the processes by which knowledge is created 
and distributed in organizations. Prior to a cultural 
change initiative, a need assessment is required to 
identify and understand the current organizational 
culture (Burton, 2005). This can be done through 
employee surveys, interviews, focus groups, 
observation and other internal research to identify 
areas that require change. For achieving operational 
performance excellence an organization requires to 
implement a process that recognizes all components 
of a performance improvement culture. For 
implementation of the process, it is necessary to realize 
the importance of the members of the organization. 
People are greatest asset of an organization as they 
play an active role of initiator and implementer 

of organizational culture. When we accept that 
people and their attitudes and behaviours are of key 
importance and match those with good process, we 
achieve real and sustainable improvement (Bourne 
et al., 2007; Martinez and Radnor, 2007). Encouraging 
and reinforcing proper behaviours in the workplace 
allows us to reach new levels of performance. 

To face future adversity and change in the 
marketplace and environment, organizational 
culture depends on the ability of the leader to align 
the culture with its vision and goals to determine 
the organization’s existence and how it will 
conduct itself. An organization needs to strive for a 
proactive culture to increase productivity, growth, 
efficiency and reduce employee turnover and other 
counterproductive behaviour. Performance oriented 
cultures possess statistically better financial growth 
as it involves high employee involvement, strong 
internal communications and an acceptance and 
encouragement of  risk-taking behaviour to achieve 
innovation and competitive edge.

Strategic role of leaders 

Businesses without a strategic business process 
would be unable to achieve business goals. Similarly, 
without proper leadership process it would be 
difficult to achieve new cultural capabilities. Leaders 
must be assessed at all levels of development 
and should be placed appropriately within the 
organization (Cangemi et al., 2011). According to 
Schein (2004), leadership plays a significant role in 
creation and management of organizational culture 
throughout organizational growth: early life, midlife 
and maturity, and decline. Organizational culture 
is the reflection of leader’s aspiration, especially 
at the growth stage of the organization. Leaders 
of an organization are responsible for organizing 
all organizational resources towards desired goal. 
According to Cummings and Worley (2008) and 
Kotter (1995), there are some guidelines which enable 
the cultural change process within an organization 
more effectively:

1. Formulation of clear strategic vision provides the 
firm with the new strategy, shared values and 
behaviours that is needed for proactive cultural 
change. 

Performance Excellence through Continuous Improvement Culture
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2. The commitment of senior management is essential 
for implementing change in the organization. 

3. It is vital for an organization to support 
organizational change. This includes the 
identification of current systems, policies, 
procedures and rules to be changed to align with 
the new culture. 

4. Changes in culture can lead to tensions between 
organizational and individual interests, which 
can result in ethical and legal problems. This is 
particularly relevant to changes in employee 
integrity, control, equitable treatment and job 
security.

As part of change process, an evaluation must be 
conducted periodically to monitor progress and to 
identify areas that need further development. 

Performance improvement efforts 

Performance refers to the accomplishment of a 
given task measured against known standards of 
accuracy, completeness, cost and speed. The concept 
of performance improvement is the modified 
increase in output, efficiency or effectiveness of a 
particular process or procedure, which increases 
the overall performance (Neely, 2005; Greiling, 
2005; Pavlov and Bourne, 2011; and Dey, 2008). 
Performance improvement can be implemented 
in four potential areas. First, the resource input 
requirements such as: reduced working capital, 
material and set-up requirements. Second, refers 
to the throughput requirements or the process 
efficiency, measured in terms of time and resource 
utilization. Third, output requirements, viewed 
from a cost-price, quality, functionality perspective. 
Finally, the outcome requirement suggests whether 
utilization of certain procedure had any difference 
in the overall performance. The role of performance 
improvement must be clearly assigned to all levels 
within an organization. The attitudes and behaviours 
that support performance improvement must be 
consistently applied. The following characteristics 
must be encouraged by the organization to obtain a 
sustainable performance improvement process:

 Strategic Alignment:  To create a work culture 
which ensures that employees have been clearly 
communicated regarding the vision, goal, roles 

and responsibilities, standards and expectations 
from them. There should be a proper set of core 
values which would enable specific behaviour that 
supports a performance improvement culture. 

 Attitude: Performance improvement can be 
achieved by employees when they realize that 
ideas, suggestions and sharing concerns are 
expected and recognized as part of the work 
culture. The organization should promote, 
reinforce and reward behaviours of employees. 
Their questions, ideas or concerns are accepted to 
support performance improvement by improving 
the process.

 Issue Identification: Employees should be 
encouraged to identify issues as known issues can 
be solved more easily than unknown ones. 

 Managing Change: With rapid changes in the 
business field, employees must understand why 
a change is taking place and what is expected of 
them. A performance improvement culture helps 
to adapt to these changes. 

The organization must consider performance 
improvement as a process that requires a defined 
plan to improve performance and to address resource 
requirements. This process requires a change in 
working culture and full commitment from top 
management for successful execution of the plan and 
for improving performance.  A proper balance between 
the employees and performance improvement 
culture with performance improvement plans are the 
critical factors for achieving performance excellence.

Impact of cultural progression on performance

The organizational culture can be viewed at three 
levels based on manifestations of the culture in 
their tangible and intangible forms. The Cultural 
Framework Model (Figure 1) is a structured 
delivery mechanism that can be used to co-ordinate 
all levels of the cultural system. The Level-1 of 
organizational culture consists of all physical and 
visible forms of behaviour illustrated by employees 
of the organization. The various forms of behaviour 
demonstrated by employees were mostly superficial 
in nature. Therefore, it is important to understand the 
true inner feelings of the employees. At Level-2, there 
is greater awareness and internalization of cultural 
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values among members of the organization. The 
employees are encouraged to solve their problems by 
using certain assumptions. When these assumptions 
are successful for employees and the organization, 
it leads to an organizational culture. The Level-3 
depicts the process of cultural conversion among the 
members of the organization. When the employees 
observe that the methods are repeatedly successful 
in the attainment of their goals and objectives, then 
these assumptions get converted to an organizational 
culture which guides the behaviour of members of 
the organization.

The very success of an organization is dependent on 
its employee’s capabilities and competencies as well 
as their adaptability to face constant changes in the 
marketplace. The employee’s workplace environment 
plays a key role in determining productivity. How well 
the workplace engages an employee impacts their  
motivation for performance excellence. The effects 
of cultural change in performance comprises of a set 
of enablers in the form of workplace determinants, 
performance induced skill development and impacts. 
The proposed model (Figure 2) refers to the factors 
that ensure that employees apply performance 
induced skills learnt during the development process 
for cultural changes to attain performance excellence. 

1. Workplace determinants

The determinants illustrate the fundamental 
workplace culture that the members follow which 
will form the foundation block for cultural change 
within an organization :

 a) Leadership: A leader is responsible for 
creating a stable and sustainable culture. They 

communicate the mission and values of an 
organization as acceptable behaviour to adapt 
them by inspiring and aligning the employees.

 b) Role congruity: It refers to the role an employee 
is required to perform within an organizational 
setup consistent with his expectations on 
joining the organization and subsequent 
training. 

 c) Defined processes: The organization must 
define procedures through the documenting 
processes and communicating these 
expectations to its employees. The organization 
validates the basis on which the actual work 
should be carried out.

 d) Goal setting: Employees are involved in setting 
meaningful goals and performance measures 
for work. This can be done informally between 
the employees and their superiors  as part of 
performance management process. 

 e) Workplace incentives: The organization has 
established what motivates employees and 
has set up formal and informal structures for 
rewarding those who behave in the required 
manner. 

2. Performance induced skill development

To achieve excellence it is essential to provide 
performance induced skill development programmes 
for employees. This would enable them to enhance 
their skills and capabilities to adapt to the changing 
organizational culture and to compete in global 
market.

 a) Training and development measures: 
Implementation of training and development 
measures can add new life to business venture. 
It assists employees in up-gradation of skills 
and capabilities, individual satisfaction 
and commitment and gaining competitive 
advantage.

 b) Mentoring and coaching: Skilled senior 
employees are available within an organization 
to guide the junior employees to perform 
better in their role and to assist them develop 
their future role. Mentors and coaches may be 
internal or external; they possess the necessary 

Fig  1 : Cultural Framework Model

Performance Excellence through Continuous Improvement Culture
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skills to assist employees develop and apply 
new skills and capabilities.

 c) Supervisors support: Immediate supervisor 
acts as a facilitator who gathers and distributes 
the resources to the employees for doing their 
work properly. They provide encouragement 
for a job well done. Supervisors display 
interpersonal skills required to engage 
employees and enhance their self-confidence.

 d) Performance feedback: This consists of 
positive feedback on what an employee doing 
right as well as on what requires improvement. 
The feedback can be a mix of both informal and 
formal performance management cycle. The 
knowledge of result through feedback makes 
the employees aware of their performance and 
limitations to help them improve.

 e) Opportunities to learn and improvisation 
of skills: Time and material resources are 
available to employees to perform to the best 
of their abilities. The organization provides 
various facilities for employees to learn 
new skills and to improvise them as per the 
requirements. The employees are provided the 
opportunity for applying acquired skills and to 
practice newly learned skills.

3. Impacts

The performance induced skill development facilities 
provided by the organization has a positive effect 
on the overall performance of employees. It helps 
in enhancing the competencies and capabilities of 
all members of an organization. The performance 
improvement process initiated by organization 
guides employees to improvise their performance 
to organizational parameters. The organization’s 
overall performance excellence consists of three 
performance parameters: market-based, financial-based 
and internal-process based performance. Market-based 
performance is a composite of customer satisfaction, 
market share and image. For financial performance, it 
is a composite of financial standing and profitability. 
The internal-process performance is a measure of 
productivity, quality and employee satisfaction.

The cultural progression of performance has 
induced approaches to ensure effectiveness in the 
global market. The proposed model offers a road 
map for effective implementation and utilization of 
performance management process for a culture of 
performance excellence.

Conclusion 

Organizational culture plays an important role in 
helping to respond to varying market signals by 

Fig  2 : Effect of Cultural Changes on Performance
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creating organizational unity and in the execution of 
strategy. It is indicated in this paper that the culture 
is created and sustained within an organization 
through multiple mechanisms including the role of 
leaders, performance improvement efforts, cultural 
progression and other determinants. To attain 
performance excellence through organizational 
culture, the organization needs to involve all members 
in the change process. Leaders are of paramount 
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ABSTRACT

Knowledge management is not new, for hundreds of years owners of family businesses and 
craftsmen have transferred their knowledge and business know how to their successors. 
However, significant development in academic literature and practice has started only after 
1990’s. The turbulent business environment and stringent competition in every sector has 
marked the dawn of knowledge economy. This has resulted in the shift of foundation of 
industrial economy from tangible resources to intangible asset of knowledge. Knowledge 
management has become one of the most important trends in business because organizations 
are trying to achieve greater value from the knowledge they possess. As knowledge is 
overturning the old rules of competition which rests upon physical assets, this article 
emphasizes the role of knowledge management in achieving higher performance and hence 
gaining competitive advantage.

Introduction

“Success does not necessarily go to the firms that know the most, but to the firms 
that can make the best use of what they know and know what is strategically 

most important to the firm.” (Bierly et al., 2000)

The ability to manage knowledge is very crucial in today’s knowledge economy. 
The creation, transfer and application of knowledge have become progressively 
more important factor in creating organizational competitiveness. Repeatedly 
knowledge is being thought of as a valuable commodity that is embedded in 
products (especially high technology products) and people (in the form of tacit 
knowledge). Knowledge has some distinctive characteristics which separates it 
from other valuable commodities. These characteristics are:

• Knowledge assets are not inherently scarce, unlike other resources in the 
resource-based view. 

• Knowledge assets are regenerative, that means in addition to the outputs of 
products and services, new relevant knowledge may emerge. 

• Knowledge assets often increase in value the more they are used.

These characteristics of knowledge have lead to a shift in the view from labor 
intensive workforce to knowledge intensive workforce in organizations. There 
are fewer people who need to do more work. Organizational hierarchies are 

"Effective 
knowledge 

management 
needs an 

organization to 
identify, create, 
acquire, diffuse 

and capture 
the benefits of 

knowledge that 
provide a strategic 

advantage to that 
organization. A 

knowledge cycle 
can be understood 

as the route 
that knowledge 
follows in order 

to get transformed 
into a valuable 
strategic asset.''
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being put to the side as knowledge work calls for 
more partnership and collaboration. Firm only gains 
sustainable advantage from what it collectively 
knows, how efficiently it uses what it knows, and 
how quickly it acquires and uses new knowledge 
(Davenport and Prusak, 1998). An organization in 
knowledge age can be characterized as one that 
learns, remembers, and acts based on the best 
available information, knowledge and know-how.

What is Knowledge Management?

There are a variety of disciplines (Figure 1) that have 
influenced and informed the field of KM thinking 
and praxis. This makes it both easy and difficult to 
define what KM is. As a result there are a host of 
working definitions of knowledge management and 
philosophies circulating in the literature and around 
corporations of the world (Kakabadse, Kakabadse, & 
Kouzmin, 2003)

However, all these definitions focus around the 
common belief that knowledge is an important asset 
to be handled carefully and that the core of KM is 
to develop approaches to get the right knowledge 
to the right person at the right time and in the right 
format (Halawi, McCarthy and Aronson, 2006). KM 
is expected to enhance organizational performance 
by systematically identifying, selecting, capturing, 
storing, retrieving and disseminating knowledge 
within the organization. As suggested by Wong 
and Aspinwall, KM can be viewed as the systematic 
management of knowledge resources and processes 
in order to create value for an organization (Wong 
and Aspinwall, 2004).

Importance of Knowledge Management

Knowledge Management represents organization’s 
response to the challenge of managing the complex 
environment of information overload. Four key 
reasons which have made knowledge management 
so important in today’s business environment are as 
follows:

1. Globalization of Business: Organizations have 
gone global, not only in the sense of expanding 
geographically but also in terms of cultural and 
linguistic expansion.

2. Learning Organization: Organizations are bound 
to work smarter and faster than ever with an 
increase in pace and workload to respond to the 
customers need.

3. Corporate amnesia: Mobility of workforce creates 
a massive problem of knowledge continuity for 
the organizations. Increasing trend of job hopping 
leaves a void in the knowledge community within 
the organization. 

4. Technological advances: With the advent of 
digital age the turnaround time has gone down 
considerably from weeks to days and now to 
minutes. Technological advances have radically 
changed the expectations and organizations are 
expected to be awake all times.

The Knowledge Management Cycle

Effective knowledge management needs an 
organization to identify, create, acquire, diffuse and 
capture the benefits of knowledge that provide 
strategic advantage to that organization. A knowledge 
cycle can be understood as the route that knowledge 
follows in order to get transformed into a valuable 
strategic asset. Some of the major approaches to 
describe the key processes that make the KM cycle 
can be understood by the Integrated Knowledge 
Management Cycle proposed by Dalkir (Knowledge 
Management in Theory and Practice). Integrated KM 
cycles classify the process of KM into three major 
steps (Figure 2) :

1. Knowledge Capture and Creation

2. Knowledge Sharing and Dissemination

3. Knowledge Acquisition and Application

Fig  1 : Disciplines contributing to Knowledge Management (KM)
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Knowledge capture in the knowledge management 
cycle refers to identifying and subsequently coding 
of existing internal as well as external knowledge 
and know-how which often remains unnoticed. 
Knowledge creation is the development of new 
knowledge and know how in the form of innovation 
that did not have a previous existence within 
the company. Once it has been assessed that the 
knowledge captured or created is of sufficient value, 
the knowledge is shared and disseminated to be 
used by the employees. Step towards acquisition 
and application go through contextualization. This 
involves maintaining a link between the knowledge 
and those knowledgeable about the content: the 
instigator of the idea, experts, and also those who 
have garnered significant experience in making use 
of this content. Contextualization will succeed when 
the new content is firmly embedded in the business 
processes of the organization. 

The Knowledge Management cycle is then repeated as 
users understand and decide to make use of content. 
The users will help in validating the usefulness of 
knowledge, they will act as an informant in making 
sure that knowledge which is obsolete should be 
either removed or upgraded. They will also come 
up with new content and know-how which can 
contribute in another cycle. 

Competitive Advantage and Knowledge 
Management

Usage of the term ‘competitive advantage’ dates back 
to mid sixties. Ansoff defined competitive advantage 
as ‘(to) isolate characteristics of unique opportunities 

within the field defined by the product – market scope 
and the growth vector. It seeks to identify particular 
properties of individual product markets which will 
give the firm a strong competitive position’ (Ansoff, 
1965). It is also argued that competitive advantage 
of a firm relates to its ‘abnormal profitability’, or 
the difference between its total profitability and its 
competitive or industry wide profitability (Peteraf, 
1993). 

Ghemawat (1986) argued that competitive advantage 
is something which can be achieved in numerous 
ways viz. size, location and access to resources.Barney 
(1996) posited that the competitive advantage can 
even be achieved by plain luck of the organization. 
However, recently it has been increasingly identified 
and acknowledged by scholars and managers that 
competitive advantage in 21st century can be achieved 
successfully through Knowledge Management. 
The main reason attributed to this thought is that 
knowledge management can lead to creativity, 
innovation and pulling up of competencies in a way 
to enhance organizational performance. 

A review of existing literature on knowledge 
management and organizational competitiveness 
suggests that, Knowledge Management can lead to 
total profitability by driving competitive advantage 
through following contributions:

Improving Integration of Knowledge within 
Organization : In a Knowledge Management System 
(KMS) employees contribute continuously and share 
their experiences, best practices that they observe. 
This leads to the development of a knowledge 
ecosystem within the organization. 

Enhancing Organizational Performance and 
Productivity : A knowledge management system in 
place can help the employees with critical information 
and knowledge in achieving higher performance in 
reduced time. 

Improving Efficiency : Systematic KM process avoids 
the duplication of effort and save extra expenditure 
on the knowledge which already exists in the 
organization.

Improving Client Relation and Enhanced 
Collaboration : KM platform can lead to better 
client service by means of communication and need 

Fig  2 : An Integrated KM Cycle

Driving Competitive Advantage through Knowledge Management
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analysis on the basis of past feedback. Collaboration 
on Knowledge Management systems leads to 
innovation and results in increased satisfaction. 

Enabling identification of knowledge gaps

KM identifies the knowledge needed to support the 
overall organizational goal. It also focuses on the 
efforts to identifying the gaps which can be filled to 
satisfy the existing customers and winning new ones. 

In the fast changing and unstable environment, the 
competitive advantage of an organization is based on 
the decision to identify, create and exploit the power 
of knowledge development. KM is an important 
strategic tool, because it can be a key resource for 
decision making, mainly for the formulation of 
alternative strategies. KM should be able to combine 
innovation information technology and knowledge 
development to accomplish a set of capabilities 
to increase competitiveness. In fact, when this 
combination is adequately managed, the company 
can formulate competitive strategies, which integrate 
innovative products and new technological weapons 
to face its competitors. 

Challenges for Knowledge Management

Having identified the contribution of knowledge 
management in creating competitive advantage it 
is important to note the major challenges that KM 
face. A systematic review of the literature brings 
several factors responsible for failure of knowledge 
management in the organizations. Much of the failure 
is attributed to information technology systems being 
merely relabeled as knowledge management systems 
(Gold, Malhotra and Segars, 2001; Lawton, 2001).

However, it has not always been a failure of 
information technology that has lead to the failure 
of KM in the organization, the failures have also 
been attributed to nontechnical factors, such as a 
lack of strategic alignment with the firm’s objectives. 
Zack found that firms implement a knowledge 
management program without a strategic purpose, 

and then work backward to explain why it might 
create a strategic advantage. More recently, failures 
have been attributed to organizational culture, 
structure, and processes. Lawton noted that at least 
half of failed knowledge management initiatives 
are due to firms not considering their deployment 
methodologies (Lawton, 2001), which, according to 
Gold et al., depend on the firm’s capabilities. The 
problem of ineffective knowledge management is 
that firms do not consider their capabilities before 
implementing a knowledge management system.

Conclusion

This article intends to provide insights for better 
understanding of achieving competitive advantage 
through knowledge management. Following 
implications for the managers can be drawn from 
the discussion on competitive advantage from 
knowledge management:

• Determine the need of knowledge and knowledge 
management system in the organization;

• Link the organizational objective and knowledge 
management objective so that effects can be 
monitored and analyzed;

• Seek leadership and top management support;

• Determine the means to capture, store and share 
knowledge effectively;

• Define methods to measure the degree of 
effectiveness.

While implementing the knowledge management 
system in any organization it should be kept in mind 
that knowledge management needs a supportive 
culture, reward policy and flexible organizational 
structure. Organizations should not think of 
immediate gains from KM investments rather see it 
as a long term process of people and organizational 
improvements which can give a competitive edge 
and strategic advantage.
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Feature Article

"Agile 
organizations 

are market-
driven.  An agile 

company attempt 
to shorten the 

distance between 
the points in the 
flow of business. 
An agile supply 
chain has a high 

flexibility to adapt 
to the changes in 
the environment. 
Agility demands 

being flexible and 
responsive so as 

to be able to react 
quickly to the 

fluctuations in 
product demand 

and sourcing 
problems.''

* Dy. General Manager (MM), SAIL, Bokaro Steel Plant, Bokaro

Procurement as a Driver of
Competitive Advantage

K S S Kanhaiya*

ABSTRACT

Quest for competitive advantage is essential for long-term survival of any organization. In 
pursuit of creating competitive advantage, many of specialties once considered competitive 
advantage have – with time – turned into entry barriers today for companies trying to 
compete globally. Since each firm is unique in possession and use of resources and capabilities; 
it is the heterogeneity of resources that contribute to competitive advantage. Competitors 
sense rival activities quickly. Existing economic conditions and fierce competition are 
forcing organizations to seek new ways to reduce costs and to enhance profitability. If a firm 
expects to survive and grow, it constantly needs creativity to differentiate, add value and 
create competitive advantage. It is essential to discover sources of competitive advantage 
in all the functions an organization is engaged in. Procurement of inputs is one function 
that is common in business of manufacturing goods and project implementation; it is an 
interesting area for discovery of competitive advantage.

Procurement resources in the organizations are not always considered critical to driving 
competitive advantage. Procurement is traditionally placed at a back seat when considering 
the core competencies of an organization. However, the role of procurement is drastically 
changing. To maximize and create a significant competitive advantage, companies are 
viewing procurement strategically. 

This article explores the characteristics of competitive advantage and the methods through 
which procurement function can be developed into an effective driver.

Characteristics of Competitive Advantage

It has been a question for researchers and managers for decades to find out 
the ways and means to identify sources of competitive advantage. To address 

this, SWOT analysis has been practiced for quite a long period. This analysis has 
been helping firms to better understand their sources of competitive advantage. 
Sustaining competitive advantage depends on understanding how firm fits in the 
complete value system.
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Peteraf enumerated four conditions which must 
be met by the resources which are the basis of a 
company's strategy to gain competitive advantage. 
These conditions relate to: 

• Resource heterogeneity, 

• Ex post limits to competition, 

• Ex ante limits to competition and 

• Imperfect resource mobility. 

According to the much-discussed research of Barney, 
firms should consider four important questions about 
their resources and capabilities while contemplating 
the analysis to help them try to gain competitive 
advantage. These four questions are the questions 
of value, rareness, imitability and the question of 
organization. 

The question of value 

For a firm's resources and capabilities to be of 
competitive advantage, an important question is 
whether these add value. A critical responsibility of 
managers is to evaluate whether their firm's resources 
and capabilities continue to add value despite changes 
in the competitive environment.

The question of rareness 

A firm's resources and capabilities must be rare to 
be a source of competitive advantage. This rareness 
would not be permanent but should remain so at 
least for a reasonable time. To satisfy ex post limits to 
competition  there must not be many other companies 
having the same resources.

The question of imitability 

The question of imitability suggests that only those 
resources and capabilities can be source of competitive 
advantage imitating which will cause competing 
firms to suffer cost disadvantage.  There are two ways 
in which imitation could occur – through duplication 
and through substitution.  Duplication means that a 
firm tries to imitate another firm and build the same 
kind of resources. Substitution means that a firm 
tries to substitute one kind of resource with other 
kind of resource. The cost barriers for both the ways 

would ensure that the resource can drive competitive 
advantage.

The question of organization 

The resources and capabilities should be valuable, 
rare and difficult to imitate, they must also be well 
organized to fully realize their competitive potential. 
Then only the resource can deliver competitive 
advantage.A manager should remember that any 
plan for creating competitive advantage needs to be 
analyzed first on the above four parameters before 
moving ahead.

Procurement function – the traditional way

Traditionally, the various functions along the supply 
chain like planning, purchasing, manufacturing, 
marketing and distribution operate independently. 
These functions have their own objectives, which 
may often be conflicting.

Many manufacturing operations are designed to 
maximize the throughput and minimize costs. There 
is marginal consideration for the impact on inventory 
levels and distribution capabilities. Purchasing 
contracts are often negotiated with very little 
information beyond some historical buying patterns. 
The result of these factors is that there is not a single, 
integrated plan for the organization. There are as 
many plans as functions.

Organizations operating their procurement functions 
traditionally ignore the fact that key competitive 
advantages may occur from material resources 
through management of sources and supplies of 
raw materials, optimization of material inventories 
and minimization of material waste. Procurement 
functions related to obtaining products and materials 
from outside suppliers require performing resource 
planning, supply sourcing, negotiation, order 
placement, inbound transportation, storage and 
handling as well as quality assurance. This function 
also includes the responsibility to coordinate with 
suppliers in scheduling, supply continuity, hedging 
and research for new sources.

A gamut of these activities opens up a great 
opportunity for changes leading to creation of 
competitive advantage.

Procurement as a Driver of Competitive Advantage
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Creating competitive advantage from successful 
supply chains 

Distinguished characteristics of successful supply 
chains of today may be articulated in terms of 
their common goals to improve organizational 
performance and to gain competitive advantage. 
Competitive advantage is gained by being the lowest 
cost-competitor or by differentiating. However, within 
the supply chain domain, competitive advantage is 
gained by two facts: reducing costs and increasing 
responsiveness to customers' needs. 

In order to analyze supply chains from a resource-
based view, one has to try to answer whether the 
characteristics are rare, valuable and difficult to 
imitate. If these strategic resources are available for 
only one company at the markets, this company 
has competitive advantage over its competitors. 
Then a company can gain competitive advantage 
by coordinating the activities or by optimizing the 
activities. However, a consideration has to be taken 
so that optimization does not end in optimizing one 
function at the cost of the others. If the company 
strives to meaningful cost reductions, more efforts on 
cross-firm co-operation, co-ordination, collaboration 
and integration are required. 

Supply chain practices for creating competitive 
advantage

The supply chains consist of operational activities 
carried out by the members of the chain. These 
activities consist mainly of Forecasting, Sourcing 
and supply, Production planning, Stocking and 
warehouse management, Order management and 
activities in customer service, and Transport. The 
supply chain can gain competitive advantage by 
performing the activities more efficiently or in a 
unique way. Researchers seem to have concentrated 
in defining how to use SCM as effectively as possible. 
Several concepts for effective SCM have been 
presented in literature. Important strategic concepts 
are supply chain collaboration, agile supply chains 
and supply chain integration. 

Supply chain collaboration 

Supply chain collaboration refers to co-operation 
within the supply chains through common planning 

and synchronization of activities and business 
processes. The companies in the supply chain need 
to have common goals. Collaboration helps them to 
understand the goals of the whole network and to 
synergize for achievement. 

For this purpose, a concept Collaborative Planning, 
Forecasting and Replenishment (CPFR) was 
introduced in 1995. The concept is defined as 
Collaboration where two or more parties in the 
supply chain jointly plan a number of promotional 
activities and work out synchronized forecasts, on 
the basis of which the production and replenishment 
processes are determined. 

Agile supply chains 

Agile organizations are market-driven.  An agile 
company attempt to shorten the distance between 
the points in the flow of business. An agile supply 
chain has high flexibility to adapt to the changes in 
the environment. Agility demands being flexible 
and responsive to react quickly to the fluctuations 
in product demand and sourcing problems. An agile 
supply chain consists of well-designed organizational 
structures, information systems and logistics 
processes. Agility is about the combination of speed 
and flexibility of the network. Nayler, Naim & Berry 
initiated a compact definition for agility: 

"Agility means using market knowledge and a virtual 
corporation to exploit profitable opportunities in a 
volatile marketplace." 

As per Hoek, there are four basic dimensions of agility. 
These relate to enriching the customer, cooperating 
to enhance competitiveness, organizing to master 
uncertainties and leveraging the impact of people 
and information.

Supply chain integration 

Integration along the supply chain has been 
considered to be a source of competitive advantage. 
Supply Chain Management strives to optimize the 
coordinated processes through the whole supply 
chain and its participants.

Suitable and appropriate channel partners may 
be difficult to find. Companies who pre-empt 
competition by securing successful partnerships 
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are better positioned to develop and enhance their 
logistics capabilities.

Information systems are the enabler for working 
external supply chain integration. Technologies 
reduce demand amplification effects along the 
supply chain. Reduced Bullwhip effect reduces stock 
keeping costs and improved delivery performance. 
These are often pointed out as consequences for the 
better information flow between the supply chain 
actors. 

Procurement practices to derive competitive 
advantage: 

We will now discuss twelve selected practices that 
may be adopted in procurement activity with the 
purpose to drive competitive advantage. These 
practices need to be applied after careful analysis 
of their potential for maximizing client value and 
creating a competitive advantage for the particular 
organization where these are being planned.

E-Commerce

E-commerce is one of the latest business concepts 
for making commercial transactions – both buying 
and selling – on the Internet platform. It is also 
redefining the existing business models with the 
help of information technology. There is immense 
opportunity of procurement through internet on a real 
time basis and is expected to result in improving the 
efficiency and effectiveness while achieving savings 
both in terms of money and time.  Procurement 
through Reverse Auction using Internet results in 
better inventory management and Cost advantage 
through procurement at cheaper rate. 

Center-led procurement

This refers to using common processes across all 
business segments. This involves supplementing 
individual purchasing teams with a central team of 
procurement specialists, who continually review 
supplier proposals to ensure that organization 
benefits from the best values available. This center-
led procurement approach allows having a single, 
strategically focused interface to those who supply 
goods and services.

Strategic sourcing

Selecting and managing relationships with proven 
suppliers is extremely critical. Qualifying and 
evaluating suppliers, their prices and capabilities 
should be done continuously. Continually monitoring 
supply situations provides valuable information 
to help mitigate procurement risks and to gain 
significant advantage in terms of pricing.

Strategic supplier partnerships: 

Collaboration with suppliers could lead to competitive 
advantage. The unique combination of the capabilities 
of any firm and its suppliers can provide the firm 
with sustainable competitive advantage. The joint 
capabilities could help in producing differentiated 
products. However it is important to note that the 
sustainability of competitive advantage can be lost 
based on the other factors defining sustainable 
competitive advantage. For example, the question 
of rareness is not valid if the supplier has similar 
relations with the competing firms as well. 

By strategic supplier relationships, the companies 
can share risks and gain synergies. By managing 
its suppliers strategically, the firm can improve its 
operational performance in terms of dependability, 
flexibility, cost, and quality. 

Having suppliers involved in product design can have 
a positive impact on rejection rate in manufacturing 
company's production and can reduce quality 
problems. The company would also gain loyalty from 
the critical suppliers who are involved in the product 
design process. 

If the company accounts for a large amount of 
a supplier’s output and has long-term supplier 
contracts, it will prevent competitors getting access 
to the same supplier and the same sourced products.

A key requirement for healthy supplier relationships 
is trust. Trust can be built only if the parties concerned 
maintain complete transparency. Transparency 
refers to precise and timely exchange of information 
between supply chain partners so that everyone is 
able to work with the same information. 

Modern technology can be used for good relationship 
with the supplier. Sourcing strategies like cooperative 
buyer-supplier relationships are today used with the 
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help of technology. Additionally, e-procurement tools, 
on-line reverse auctions and supplier selection and 
management over the Internet – all offer possibilities 
for relationship building. 

Supplier integration

It is a competitive advantage to acquire and practice 
the ability to manage throughout the supply chain 
and other functional groups so as to reduce cost, risk, 
and cycle time. The opportunity to influence the cost 
is the highest. It is critical for success that strategic 
suppliers are brought in early. A research carried out 
by the Construction Industry Institute (CII) shows 
that awarding strategic procurement items earlier 
on a typical Engineering project can produce price 
efficiencies from 4 to 8 percent, and result in savings 
of 10 to 15 percent in the project completion time. 

Enterprise expenditure management

Managing the spending of a company can improve 
the efficiency and effectiveness of procurement 
efforts dramatically. The procurement functionaries 
should gather data on specific suppliers of specific 
goods and services. They should track major 
procurement commitments and try to capture price 
and bid information for benchmarking. The firm's 
data warehousing and analysis methods should 
be designed to permit comparisons of component 
pricing and to identify buying patterns and market 
trends.

Supplier diversity

Global companies operate across highly diverse 
markets that are best served by correspondingly 
diverse resources. They should identify sources so 
that they receive the highest quality products and 
services at the most competitive prices. 

Customer relationships 

Competitive advantage is surely gained by creating 
value to immediate down- stream customers 
ultimately to the end-user. The ability to develop 
and  manage relationships with customers is a key 
capability and consequently a source of sustainable 
competitive advantage. 

All the practices for managing customer relationships 
could be source of competitive advantage e.g.,  
building long- term relationships and improving 
customer satisfaction. Customer relationships can 
create value; rare, inimitable and amenable to 
organize in an effective way.

Viewing customer relationships as a capability enables 
companies to understand them as a potential source 
of competitive advantage. Improving customer 
satisfaction in a long-term relationship with its 
customers can improve customer service and reduce 
demand uncertainty. Customer learning can ease 
predicting customer needs. If the companies interact 
with customers on issues related to quality and 
material flows, they enhance operational performance 
in terms of speed and delivery. Reduction in demand 
uncertainty ultimately decreases costs by reducing 
emergent procurements, inventory holding and the 
stocking and warehouse management costs. 

Use of Information Systems 

Information systems enable supply chain companies 
to communicate critical and proprietary information 
among each other. If ERP systems are implemented 
optimally, they enable a company to access valuable 
information. Consequently this leads to enhanced 
performance and more efficient and effective SCM. 
It is important that internal integration is required 
for companies before they share information with 
external partners. 

Co-operation with competitors 

Co-operation with competitors leads to competitive 
advantage. Such co-operation should be established 
to gain agility of the supply chain. For example, by 
jointly managing transports from a distant supplier, 
all the co-operating companies can minimize their 
costs. In product design they co-operate indirectly by 
using industry standards and regulations. However, 
a company cannot achieve sustainable competitive 
advantage as the co-operating competitor is also 
taking advantage from the same solution. 

Postponement and Vendor Managed Inventory 

Postponement refers to taking advantage of mass 
production yet able to differentiate the products 
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according to customer requirements and preferences. 
Differentiation is one of the main factors for 
competitive advantage. For differentiation, related 
material inputs and other consumables and spares 
have to be kept handy so that their availability does 
not hamper timely production of the altered product. 
This leads to maintenance of inventory and incidence 
of cost. Vendor Managed Inventory leads to favorable 
impact on this cost and cash flow.

Vendor Managed Inventory (VMI) is a family of 
business models in which the buyer of a product 
provides certain information to supplier and the 
supplier takes full responsibility for maintaining 
an agreed inventory of the material, usually at the 
buyer's consumption location or stores. By using VMI, 
the company can keep inventory levels reasonable. 
Consequently it will reduce the costs. As a symbiotic 
relationship with supplier, VMI makes it less likely 
that the business will become out of stock of a material 
and reduces inventory in the supply chain. 

Shared risk is one of the keys to making VMI work. 
If the inventory does not get consumed, the supplier 
will repurchase the product from the buyer. The 
product may be in possession of the buyer but is not 
owned until consumption takes place, meaning that 
the buyer simply houses the material. 

VMI helps foster a closer understanding between the 
input supplier and manufacturer by using Electronic 
Data Interchange and other statistical tools to forecast 
and maintain correct inventory in the supply chain. 

Performance measurement 

Balanced Scorecard and Key Performance Indicators 
are tools for uniting the strategic and practical levels 
of performance measurement. A well-developed 
performance measurement system for procurement  

designed with weightages for creating and sustaining 
competitive advantage will result in more focussed 
and concerted efforts for realizing the goals of using 
procurement function as a driver for competitive 
advantage. 

Conclusion

Businesses are feeling the pressure to improve 
procurement effectiveness. To effectively analyze and 
manage total procurement, companies need basic as 
well as comprehensive information, and visibility into 
purchasing spend and behaviors. Enterprises need 
operational and supplier performance measurements 
to improve expertise in strategic sourcing and 
effective supplier relationships. 

Strategic plans are developed with suppliers to support 
the manufacturing flow process and development 
of new products. In firms where operations extend 
globally, sourcing should be managed on a global 
basis. Also, the purchasing function develops rapid 
communication systems, such as electronic data 
interchange (EDI) and Internet linkages to transfer 
possible requirements rapidly. 

Organizational change issues, lack of supplier 
readiness and catalog prevent many establishments 
from using e-procurement systems to their full 
potential. Corporate value achieved through effective 
procurement practices is much harder to achieve than 
many companies realize. Capturing productivity 
improvements requires access to specialized expertise, 
enabling technology and a sound strategy that can be 
deployed across and beyond the enterprise. Creating 
an environment of continuous improvement in the 
corporate world is as challenging as it is important. 
One of the most critical elements is leadership and 
commitment from the top.

Procurement as a Driver of Competitive Advantage
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Feature Article

''A high-
performance 

team is a group 
of people with 

specific roles and 
complementary 

talents and skills, 
directed and 

committed to a 
common purpose, 

which consistently 
show high levels 
of collaboration, 
innovation and 

focus on their 
goal to produce 

superior results.''

*Director, Institute of Productivity and Management (IPM), Kanpur

Creating High Performance Organization :
HR Perspective

A B Siddiqui*

ABSTRACT

An organization essentially has to have: a) Plurality of people: and b) Commonality of 
objectives. For a vibrant and successful existence, an organization should have motivated 
and satisfied people and a healthy work culture. The present study is an effort to find out 
elements that influences human resources to create a high performance organization. The 
study made use of primary as well as secondary data. The methods used were brain storming  
with the faculty members, and discussions with academicians to seek their opinion to find 
out the clues for creating high performance organization. 

In its conclusion, the study suggests that the key to creating high performing organization 
lies in its people. If the management of the organization keeps its people properly informed 
of its strategies by effective communication and provides them healthy culture, one can get 
best out of its people.

Introduction

High performance organizations believe in "doing things differently rather 
than doing different things." They deliver better than average results in 

financial terms, i.e., profit, earnings per share, revenue growth, product costs 
and asset utilization. These companies outperform their competitors in customer 
service and satisfaction, product quality, innovation, and productivity.

High-performance organizations have certain core characteristics:

• They establish clear visions that are supported by fexible and achievable plans. 
They also have clearly articulated philosophies that set the standards for people 
behavior. 

• They are certain about what behaviors employees must exhibit to execute the 
organizational and departmental strategies. Executives and managers set clear 
goals, understand employees’ abilities, and guide their performance. 

• They have processes that reinforce strategy, set-up work flows and tasks that 
enable employees to meet internal and external needs of organization. 

• They have a set of shared values that drives employee behavior.

• They employ effective H R practices for :
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• Implementing focused HR strategy

• Opening up communications between 
management and employees

• Establishing a mutually respectful, flexible 
workplace

• Creating a  rewards and accountability orientation

• Attaining excellence in recruitment and retention

High Performance Work Place

In a high-performance workplace, teams produce 
quality products and services using innovative 
techniques. They tend to collaborate more effectively 
than other groups of people and experience high 
levels of job satisfaction. High performance work 
place leverages technology and the workforce to 
create a high performance organization which is best 
accomplished in three phases:

• Automates business processes for maximum 
efficiency

•  Engages in adult-to-adult communication with 
employees

•  Empowers managers to optimize the workforce

The first step for a performance-driven organization 
is to automate employee-centric transactions and 
business processes.

High-Performance Culture

The high performance organizations have aspiring 
leadership with a progressive mindset of creating 
the conditions that inspire commitment to the 
organizational goals.

A high performance culture is characterized by :

• Minimizing management control

• Enabling people who do the work to control how 
it gets done

• High  degree  of commitment

• Lean, flat, flexible structures

• Commitment to a common vision

• Business focused

• Integration of people and equipment 

• Leadership committed to dig out the best 

• Teamwork and multi-skilling across functions and 
boundaries

• Delegation of authority and decision-making to 
the person closest to the task

•  Leadership based on principles, not merely on 
rules

• People committed to learning and energized to 
deliver the best

1. High-performance teams

A high-performance team is a group of people with 
specific roles and complementary talents and skills, 
directed and committed to a common purpose, 
which consistently show high levels of collaboration, 
innovation and they focus on their goal to produce 
superior results. Team members are so devoted to 
purpose that they overcome any barrier to achieve 
the goals. Leadership in a high performing team is not 
vested in a single individual. Rather the leadership is 
taken up by any team member to address the need 
of time. There is a sense of focus and intense energy 
is generated within a high-performance team. The 
team feels a strong sense of accountability to achieve 
their goals. With a shared norm and values, the team 
members exhibit high level of mutual trust.

2.   Literature Review

Characteristics of high performing 
organizations  

High performing organizations tend to share similar 
characteristics (Figure 1).

Fig  1 : (Source: http://performancedriver.files.wordpress.
com/2010/05/de-waal-success-factors.jpg)
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These characteristics include following specific 
capabilities :

Organizational design characteristics 

• Stimulate cross-functional and cross-
organizational collaboration.

• Simplify the organization by breaking boundaries 
and barriers around units.

• Encourage organization-wide sharing of 
knowledge.

• Constantly realign the business with changing 
internal and external environment.

Strategy characteristics

• A strong vision that arouses challenges.

• Integrate long-term vision with short-term focus.

• Set clear, verifiable, measurable and achievable 
goals.

• Promote clarity and understanding of the 
organization’s direction and strategy.

• Synchronize strategy, goals, and objectives with 
the demands of the external environment and 
build robust, resilient and adaptive plans to 
achieve these.

Process characteristics

• Design a fair and transparent reward and incentive 
structure.

•  Innovative products, processes and services.

• Simplifying the processes.

• Engage a highly interactive internal 
communication.

• Disseminate financial and non-financial 
information  to all concerned

• Strive for continuous process optimization.

• Deploy resources effectively.

Technology characteristics

• Implement flexible ICT-systems throughout the 
organization.

• Apply user-friendly ICT-tools to increase usage.

Leadership characteristics

• Maintain and strengthen trust relationships with 
people on all levels.

• Live with integrity and lead by example.

• Apply decisive action-focused decision-making.

• Coach and facilitate.

• Stretch yourselves and your people.

• Develop effective, focused and strong leadership.

• Allow experiments and mistakes.

• Inspire people to accomplish extraordinary results.

• Grow leaders from within.

• Stimulate change and improvement.

• Assemble a diverse and complementary 
management team and workforce.

• Be committed to the organization for a long haul.

• Be humble and confident.

• Hold people responsible for results and be decisive 
about nonperformers.

Individuals and Roles characteristics

• Create a learning organization.

• Attract exceptional people with a can-do attitude 

• Engage and involve the workforce.

• Create a safe and secure workplace.

• Master the core competencies and be an innovator.

• Develop people to be resilient and flexible.

• Align employee behavior and values with 
company values and direction.

Cultural characteristics

• Empower people and give them freedom to act 
decisively.

• Establish strong core values.

• Develop and maintain a performance-driven 
culture.

• Create a transparent culture of openness and 
trust.

• Create a shared identity and a sense of community.
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External orientation characteristics

• Engage customers in value creation.

• Maintain good and enduring relationships with 
stakeholders.

• Monitor the environment and respond promptly.

• Compete with the best in the market.

• Grow partnerships with stakeholders for a value 
creating network.

• Enter into complementary businesses to build 
strength.

3.  Creating High Performance Organization

A high-performance organization is not just about 
people, it is about designing a set of systems and 
conditions that deliver the results to the shareholders  
by unleashing the potential of the people  in the 
business. In order to create a high performance 
organization one has to create (Figure 2):

• High Performing Organization Design, 

• Organization Culture, 

• Work Place and 

• Work Team led by high-performance leader. 

I. Organization Design for High Performance

Poor designs stop many organizations from achieving 
high performance. Unfortunately many leaders think 
of organization design as something done by the HR 
specialists alone. Every manager as a leader makes, 
organizational design by a conscious choices. When 
one does not understand organizational design and 

its impact on performance, one does not appreciate 
the impact of choices made. It is important that the 
change is approached systematically with a long-term 
commitment from the leadership. Managers make a 
structured organization design to impact the culture 
and work systems and consequently the performance 
of the business. For different results from business, 
managers need to scrutinize and accordingly 
change organization design and processes. It is an 
exciting experience for any leader to re-design   the 
organization structure and work processes to scale 
higher performance.

II. Creating a Culture of High-Performance 

High-performance organizations and workplaces are 
different from average businesses. It emphasizes on 
the maxim that “don’t do different things instead do 
things differently”. 

Learn from failures to succeed : People have a 
willingness to fail in order to learn and succeed. This 
characteristic is a great differentiator for both high-
performing individuals and organizations. 

Excitement, not fear : Being driven by the excitement 
of winning or achieving your goals is a positive focus. 
The focus is on what you want versus what you don’t 
want.

Obsessive focus: Managers here are obsessively 
focused on two things : 

1)  Creating a high-performance culture and

2) Being known for one product or service that 
differentiates the company in its market.

Respect : The team members are inspired by their 
leaders and align with the vision and strategies of 
the organization. Leaders must be respected for their 
brilliant vision and strategy. Leaders respected for 
their values and ethics can create stronger, value-
driven, high-performance culture.

Unity of Direction : In an aligned organization, people 
believe in shared vision and mutual trust glues them 
together. There is alignment in the organization’s 
vision, team goals and individual aspirations.

Positive accountability : Positive accountability 
occurs on goals are regularly discussed, successes are 
celebrated, and learning from unattained goals are 
shared   and corrections are made. 

Fig  2 : http://www.leadership-and-motivation-training.com/
organization-structure-and-work-processes.html
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Value sharing : Values are shared among all team 
members and drive all interactions. Interestingly, a 
high-performance team is value neutral; conscious 
choice is made for perpetuating good and enduring 
values. 

No excuses or complaining : In absence of complaints 
or excuses, people take full responsibility for deadlines, 
goals and mistakes. This is a greatest differentiator 
among high-performance characteristics.

Attaining or Outperforming : In presence of above 
characteristics, a high-performance organization 
is likely to achieve critical goals. This is an ultimate 
measure of evolving into a high-performing culture.

Leadership Qualities for High-Performance

Improvement starts with awareness. Ideally, one 
works for an enlightened leader who pushes 
challenges and provides feedback in support of team 
development.  The top priority of every team leader 
is to clarify, communicate, and assist members to 
achieve their critical goals. 

Leaders fail due to ineffective communication and 
their inability to connect organization’s goal with 
employees’ aspiration. The financial consequence of 
this communication breakdown can be sizeable. High 
performing organizations strive for:  

• Consistent leadership drives for  quantifiable 
results

• Committing the resources to increase throughput.

• Leadership maturity

• Strategic awareness

• Executive presence

Together, this attribute-set redefines a professional 
leader. These are essential raw material for high 
performance and are critically important.

III. Creating a High-Performance Workplace 

For a high performance workplace, there are certain 
pre-conditions (Figure 3)

Clarity of Goals : Effective leaders communicate a 
clear vision and establish realistic goals. Successful 
leaders ensure that employees work towards 
achieving the same results by directing their energies 

to these objectives. Defining roles and responsibilities 
prevent people from doing the same task, thus avoid 
inefficiency and counterproductive practices. An 
effective leader ensures that team members have 
adequate training and resources to complete tasks. 

Open and Direct Communication : Leaders 
communicate regularly with subordinates to offer 
direction on what tasks need completion. By resolving 
problems quickly, leaders minimize disruptions and 
allow team members to focus on jobs and tasks. 
High-performance teams communicate well across 
all stakeholders, customers, suppliers and business 
partners.

Value of Diversity :  Faced with complex problems, an 
effective leader recognizes the value that each team 
member brings. He encourages to contribute ideas, 
methods and opinions, even if it differs from his own. 
Each employee in a high-performance workplace 
feels valued and wanted. 

Foster Collaboration : In a high-performance team, 
members rely on each other for their individual 
skills and experience. When everyone gets rewarded 
consistently, these teams tend to work together. 
Encouraging team members to develop their skills 

Fig  3 : (Source: http://www.leadership-and-motivation-
training.com/organization-culture.html)
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and knowledge, an atmosphere of growth and 
development fosters for the benefit of the company 
and the employee as well.

IV. Developing High-Performance Team 

High-performance teams have following 
characteristics recognized to succeed: 

• Participative leadership: a democratic leadership 
style that involves and engages team members.

• Effective decision-making: a blend of rational and 
intuitive decision-making methods, depending on 
the nature of circumstances.

• Open and clear communication ensuring that the 
team mutually constructs shared meaning, using 
effective communication methods and channels.

• Valued diversity: valuing diversity of experience 
and background in team, contributing to a 
diversity of viewpoints, leading to better decision 
making and solutions.

• Mutual trust: entrusting team members and team 
as an entity.

• Managing conflict openly and not allowing 
grudges building up and destroying team morale.

• Clear goals: each goal must have personal meaning 
and resonance for each team member, building 

commitment and engagement.

• Defined roles and responsibilities: each team 
member understands what they must do to 
demonstrate their commitment to the team and to 
support team success.

• Coordinative relationship: the bonds between 
the team members allow them to seamlessly 
coordinate their work to achieve both efficiency 
and effectiveness.

• Positive atmosphere: an overall team culture that 
is open, transparent, positive, focused on  future 
and able to deliver success

V. Principle -centered Leadership 

More often than not rules came about because a 
manager is trying to control situations and people. 
Managers are often filled with fear that their 
mistakes will reflect poorly on them. This is typically 
a command and control model of leadership. A 
rule-based workplace makes it easy for a manager 
to manage. One can consistently take a decision, 
without fear. A rule-based workplace allows decisions 
based on past practices, precedence, procedures and 
policies.

• Too many rules inhibit performance.

• Some rules are necessity, but one should be 
judicious in their selection.

The advantage of a rule-based workplace is 
consistency in decisions. The disadvantage is that 
it may not always be the best decision in the given 
condition.

Principle-based workplace makes it easy for people 
to be flexible and creative in their decision-making. 
By identifying what works and what does not, 
organization facilitates true learning to bring out the 
best in people. It is  “buy in” to the idea that it is worth 
the effort.

Conclusion

Human element is most important since life element 
is dynamic and unpredictable. To make most of 
its capabilities, the organization should craft their 
people-centric policies   carefully to extract best from 
them.

Business focus on best equipment, technology and 
systems are incredibly important, organizations tend 
to neglect their people. People make organizations 
run. Take two businesses side by side, provide them 
with exactly the same equipment, technology and 
systems; one will outperform the other, because of 
the people and the organization’s culture that the 
leadership team has built (Figure 4).
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Fig  4 : (Source: http://www.leadership-and-motivation-
training.com/organization-culture.html)

Successful execution of a company’s strategy has a 
much greater impact on shareholder value than the 
choice of strategy itself. However, few organizations 
successfully execute their strategic business plans. 
Regardless of the choice of strategy, effective 
communication with employees is as critical to realize 
a strategy. 

Dominant business strategies are more people-centric 
practices. Commitment to effective communication 
and a clear line of sight between a company’s business 
objectives and employees’ jobs drives shareholder 
value. The top priority of every executive and team 
leader is to clarify, communicate and assist people 
in achieving organization’s critical goals. Some are 
falling short in communicating and connecting 
organization’s goals with employees. The financial 
consequence of this communication crash could be 
huge. 
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ABSTRACT

The feasible ways of customizing and optimizing the education system using the avenues 
opened by Information and Communication Technologies (ICT) are more than revolutionary 
and transitional, they are transformational in nature. For ages, several opportunities had 
been identified by innovations, experimentations and value addition in the education system, 
yet they were restrained due to certain constraints of information and communication. 
Technological advancements also exposed the fragility and myopic framework of the 
‘Education Factories’ model of education, based on the Industrial model of ‘one size fits 
all’. Technical innovations in these fields have coupled the understanding, applicability 
and possibility of overcoming such constraints by realizing their latent prospects. 
Technological advancements such as Artificial Intelligence, ICT: Cloud computing  and 
strategic implications of globalization etc. and similar non technological experimentations 
viz., Unschooling, Deschooling etc. are paving way for a paradigm shift and are not mere 
improvements.

In this paper authors have tried to correlate such trends and events that highlight the benefits 
and potential of ICT in the field of education.

Introduction

Education is the backbone of human evolution and is a quest for knowledge. 
Developments in the Information and Communication Technology (ICT) 

have a great role in redefining impact of education. These developments help in 
examining, identifying, highlighting and sidelining the redundant or obsolete 
parts of education system. The applications and penetration of benefits of ICT 
makes to realign the education sector so as to make it future ready. This can be 
done by shredding the redundant or obsolete parts of the system.

In the revolutionary e-age of ICT the buzzwords like Knowledge era, Information 
age, etc. opens up avenues for widespread misinterpretations esp. in education 
sector.
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The educational needs of the industrial age were 
fulfilled by framing a suitable model 'the factory 
model’ in the education industry. Likewise the 
dire need of the Information age is to device a 
suitable education model which is compatible with 
the contemporary and future requirements. The 
reasons for coining the term ‘Education Factory’ is 
discussed later but for better understanding let us 
take the following example of the term ‘knowledge’ 
and accordingly ‘Rate, Evaluate and Demarcate’ the 
intelligence and competence level of a learner.

Example

‘The year is 1980. There is a single question quiz 
contest with chief librarian of the prestigious Oxford 
University on one side and a young woman from 
Tanzania on the other. The question is, say, “Tell the 
GDP of Bhutan in-1957.?” The winner of the contest 
is quiet obvious. 

Reason- Disparity of knowledge distribution and 
information access in favor of the Oxon.

Now, the same contest is held once again, in 2005, 
between the same participants with a slight change. 
This time the lady from Tanzania is carrying a Laptop 
computer with her which is powered with tools 
like Google. Now it is a level field competition and 
accordingly the outcome depends on individuals 
rather than on their inheritance.

A similiar exampleby Daniel H. Pink(1),  renowned 
contemporary educationalist and former chief 
speechwriter to the Ex-Vice President(U.S.) Al Gore, 
highlights the way in which ICT has crumbled the 
artificial wall between Knowledge and Ignorance. For 
ages this impregnable Wall was deliberately created 
out of insecurities.

The limitations of the established system and the 
underlying insecurities and vested interests had 
been highlighted by the mere advent of ICTs. These 
technologies had posed serious questions on the 
status quo gripping the power structure in various 
sectors and stopped it from realizing their full 
potential.  ICTs provided possibility of equitable 
competition and made customization in education an 
observable reality. 

Further ICTs helped in better understanding of the 
roles, importance, applications of education sector, 
thus separating it from the ‘Education Factories’. 

The pre ICT Education System finds its roots in the 
transition phase from the First Wave ‘Agricultural 
society’ to the Second Wave ‘Industrial society’.

Following excerpts from the Third Wave by futurologists 
Alvin Toffler  are worth mentioning(2):

“As the Second Wave began to move across First Wave 
societies, families felt the stress of change.  Education 
of the child was turned over to schools. As work 
shifted out of the fields and the home, moreover, 
children had to be prepared for factory life. The early 
mine, mill, and factory owners of industrializing 
England discovered, as Andrew Ure wrote in 1835, 
that it was ‘nearly impossible to convert persons 
past the age of puberty, whether drawn from rural 
or from handicraft occupations, into useful factory 
hands.’ If young people could be pre-fitted to the 
industrial system, it would vastly ease the problems of 
industrial discipline later on. The result was another 
central structure of all Second Wave societies: mass 
education.”

The basis of using the term ‘Education Factories’ can 
be clear from the following.

“Built on the factory model, mass education taught 
basic reading, writing, and arithmetic, a bit of history 
and other subjects. This was the ‘overt curriculum.’ 
But beneath it lay an invisible or ‘covert curriculum’ 
that was far more basic. It consisted—and still does 
in most industrial nations—of three course: one in 
punctuality, one in obedience, and one in repetitive 
work.”

As citizens of 21st century the Global Education 
industry must anticipate a wide gap between Myth 
and Realities. Here ICT offers tremendous potential to 
highlight this gap and plug it through revolutionary 
innovations and experimentation.

One of the remarks of Alvin Toffler(3) wherein 
he quoted Bill Gates on the current education 
system is as follows-“We don't need to reform the 
system(education); we need to replace the system.”  

To meet the challenges of the future viz. global 
warming; containing and if possible reversing 

Restructuring Education System for High Performance : Demonopolising Education Factories
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environmental imbalances; solving the emerging food 
and water crisis; developing a sustainable economy; 
our generation can not rely simply on devising new 
courses in the age old curriculum and pedagogy. The 
need is to develop a dynamic learning ecology with 
flexibility and speed for learning, unlearning and re-
learning across different knowledge banks to cater for 
specific customized requirement. The old order has 
limitations and unable to meet the challenges of the 
future. ICT revolution, with its challenges, provides 
the solution.

1. Defining Challenges 

Advent of ICTs had a substantial impact on all avenues 
of human communication even in those wherein it 
was never imagined. This brought together not just 
transition from one frame of thinking and operating 
to another, but a total transformation. A globalized  
thinking has erased geographical, political and other 
limitations of space and time causing a generation of 
Rip Van Winkle in a very short span.

1.1 ‘Change’: Education Facing ‘Time Shock’

Sudden CHANGE in thinking is a TIME SHOCK 
for those involved in educating for future. All of a 
sudden the dire need for upgrading to new skills and 
knowledge is desperately felt. This- TIME SHOCK- is 
an unprecedented phase in human history. No period 
in human history witnessed an age where every 
query Googled gets plethora of choices to select from.

This is an age when

• Wiki, Google Docs, PREZI, voicethread, TOKBOX, 
D2L(Desire to learn) , Second Life, Angel Learning, 
Pathways, Blackboard, Powerhouse, Sharepoint, 
Wizdom, CHD, etc. are enough to challenge any 
conventional University. They are more than mere 
tools, aids or reservoirs of data. 

• Online education industry in U.S. had generated 
more jobs and engaged more people than the 
Auto, Steel & Textile industries combined(4).

• Multiple powerful and influential sources, 
print & electronic media; modes of socializing 
and networking; interaction medium etc. are 
influencing and contributing to our education. 

• The amount of technical information is doubling 
every two year, a four year technical degree course 
needs updating, else outdated curriculum shall 
prevail by the time a student reaches 3rd year(5).

• The top 10 jobs of 2010 did not even exist in year 
2006(6).

• Facebook is equivalent to third largest country(7).

• A computer in mobile is million times cheaper, 
thousand times powerful, and hundred times 
smaller than the one at MIT in 1965(8).

• 4 exabytes (1 exabyte=1,000,000,000,000,000,000 
bytes) of unique information was generated in 
year 2009 alone more than the previous 5000 
years(9). 

• Just few weeks of New York Times contains more 
information than a person was likely to come 
across in a lifetime in  the 18th century(10).

Is our education system ?

• Capable of holding the prime role which it is 
claiming as its key area?

• Ready to prepare students for the jobs that did not 
yet exist; using tools yet to be developed; to solve 
problems yet to be identified?

Pondering on the above questions and the pertinent 
data highlights that the ‘TIME SHOCK’ of ICT 
exposed the limitations of the ‘Education Industry’. 
The causes for this may be manifold yet education 
system is mostly disguised and reduced to mere 
an examination system. From Thomas Edison till 
Mark Zuckerberg, examples of non-conformists and 
dropouts responsible for revolutionizing the world  
are noteworthy. Though they could not get through 
the examination system but they could educate 
themselves, despite the system. According to the 
system they were drop outs but the reality is entirely 
different. Similar is the case with inventors, innovators 
and entrepreneurs who had revolutionized the 
world. The prevalent educational model would 
never have created Microsoft, Google, Facebook, SAP, 
Biocon, Infosys etc. as giant as they are. These were 
not created by the system but in spite of that. These 
were materialized by harnessing the potential of ICT 
in education. 
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ICT exposed the grim realities related to education 
sector and the evolution of education as an industry. 
Various dimensions of ICT viz., wireless technology, 
mobile, telecommunication, remote sensing, global 
positioning, software development were responsible 
for mass infotainment at unprecedented speed, 
at unbelievable price and converting mundane 
Consumer into Prosumer. Thus ICT helped in 
self education. It had catered to the limitations of 
traditional education system.

2. Examining Challenges : Identifying and Defining 

According to Alvin Toffler the Information Age 
challenges the Industrial Age’s notion that education 
necessarily takes place in a classroom.

‘By setting up mass education systems, governments 
not only helped to machine youngsters for their 
future roles in the industrial work force (hence, in 
effect, subsidizing industry)(2)’  

The limitations of industrial model widespread in 
education sector were highlighted with the arrival of 
ICT, yet these limitations existed because of specific 
system requirements like quality assurance, uniformity, 
equality etc. in the industrial framework. Hence, 
response to such challenges needed research-based 
experimentation and innovation. Here is a brief 
outline about the nature of such system specific 
requirements.

A. Masses: Homogeneity and Heterogeneity 

The homogeneity and heterogeneity of the education 
system should be catered to be treated equal; 
"how to harness the valuable resources out of their 
uniqueness?" is primary aim. 

B. Pedagogy and Need

To clearly define what is essential in such a dynamic 
time as ours.

C. Tools, Methods and Modules

Though the disadvantages and limitations of mobile, 
television, games, internet etc., were widely debated 
over, yet the authenticity, reliability and dependence 
on Discovery, National Geographic, History Channel, 

DD Gyan Bharti, Games, ebooks, torrents. etc. is 
increasing. Defining the benchmarks and filtering the 
essential from the detrimental is also one of the major 
challenges.

3. Responding to Challenges 

The rising popularity of communities, blogs, 
networking, e-consortium etc. are a significant 
contribution of ICT in the area of education. These 
changes and confluence of ideas promise a revolution 
in the education sector. Rising popularity of the 
following non conventional experiments indicates 
that higher performance of the education system is 
already taking place.

3.1)  Non Technological Experiments.

3.1 a)  Deschooling(11) 

Ivan Illich in his seminal book ‘Deschooling Society’ 
promulgated his experiment later popularized by 
both education philosophers and proponents of 
alternative education and homeschooling.

Philosophically, it refers to the belief that schools 
and other learning institutions are incapable of 
providing the best possible education for individuals. 
This is based on the belief that most people learn  by 
themselves, outside an institutional environment. 

Since institutionalized schooling is used for 
conformist working class through constant schedules 
and prearranged time blocks with one-size-fits-all 
teaching methods. So it has serious limitations.

In a practical context, it refers to the mental process 
a person goes through after being removed from a 
formal schooling when the "school mindset" is eroded 
over time. Most appropriately the ICTs support 
in popularizing and experimenting such learning 
experiences.

 3.1 b)  Unschooling(12)  

The term "Unschooling" coined in 1970s was used by 
educator John Holt, widely regarded as the "father" 
of Unschooling. 

John Holt contrasts the two terms in his newsletter 
Growing Without Schooling.
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'UNSCHOOLING' when we mean taking children 
out of school, and 'DESCHOOLING' when we mean 
changing the laws to make schools non-compulsory.

Developmental psychologists note that children 
are prepared to learn at different ages. Just as some 
children learn to walk during a normal range of eight 
to fifteen months, and begin to talk across an even 
larger range, unschoolers assert that they are also 
ready to read, for example, at different ages. Since 
traditional education requires all children to begin 
reading at the same time and do multiplication at the 
same time, unschoolers believe that some children 
cannot help but be bored because this was something 
that they had been ready to learn earlier, and even 
worse, some children cannot help but fail, because 
they are not yet ready for this new information being 
taught.

Research has indicated that people vary greatly 
in their "learning styles", that is, how they acquire 
new information. However, research indicates that 
teaching to different learning styles does not lead 
to improvements on tests. In a traditional school 
setting, while there might be some application of 
this knowledge, classroom teachers never allow 
an individual student to be evaluated differently 
than other student, and while a teacher often uses 
different teaching methods, this is sometimes done 
haphazardly and not always with regard to the needs 
of an individual student.

Unschoolers often state that learning any specific 
subject is less important than learning how to learn. 
They assert, in the words of Aleck Bourne, "It is 
possible to store the mind a million facts and still be 
entirely uneducated", In the words of Holt:

"Since we can’t know what knowledge will be most 
needed in the future, it is senseless to try to teach in 
advance. Instead, we should try to turn out people 
who love learning so much and learn so well that they 
will be able to learn whatever needs to be learned."

It is asserted that this ability to learn on their own 
makes it more likely that later, when these children 
are adults, they continue to learn what they need to 
know to meet emerging needs, interests, and goals; 

that they can return to any subject that they feel was 
not sufficiently covered or learns a new subject.

Many unschoolers disagree that there is a particular 
body of knowledge that every person, needs to 
possess. They suggest that there are countless 
subjects worth studying, more than anyone could 
learn within lifetime. Since it would be impossible for 
a child to learn everything, somebody must decide 
what subjects they are to explore. Unschoolers argue 
in the words of John Holt:

"If children are given access to enough of the world, 
they will see clearly what things are important to 
themselves and to others and they will make for 
themselves a better path into world than anyone else 
could make for them."

ICT opens many opportunities to materialize such 
possibilities of unschooling in the education sector.  

3.1 c)  Alvin Toffler’s School of Tomorrow- Edutopia(13 )  

Toffler's futurist's vision for education in the 21st 
century and fundamental suggestions are as follows:

1. Open 24 hours a day

2. Customized educational experience

3. Kids arrive at different times

4. Students begin their formalized schooling at 
different ages

5. Curriculum is integrated across disciplines

6. Nonteachers work with teachers

7. Teachers alternate working in schools and in 
business world

8. Local businesses have offices in the schools

9. Increased number of charter schools

Micro and Macro Network

The Tofflers further recommend a holistic approach 
and advocate that the solution lies in fostering 
learning ecologies rather than devising new courses. 
A brief comparison between courses and ecologies is 
as follows.



33

Courses Ecologies

Static Dynamic

Structured Complex

Centralized Adaptive

Controlled Networks

Created Personalized

Pre-filtered Fostered

Mono-chromatic Filtered by peers

Out of sync with life Integrated

Benefits of learning ecologies over conventional 
courses are manifold. Ecologies open up the mind 
for ideas from every direction. However, courses may 
develop the bureaucratic tendency to confine and 
narrow down. The following lines of Alvin Toffler 
sum it up better. :

"If there is one thing we should have learned in the 
past few decades, it is that all social and political 
problems are interwoven—that energy, for example, 
affects economics, which in turn affects health, 
which in turn affects education, work, family life, 
and a thousand other things. The attempt to deal 
with neatly defined problems in isolation from 
one another—itself a product of the industrial 
mentality—creates only confusion and disaster. Yet 
the organizational structure of government mirrors 
precisely this Second Wave approach to reality."

How should ICT assist in achieving such a target is 
one of the major challenges. However, the trends of 
innovation, experimentation, creative imitation both 
technological as well as non technological are worth 
acknowledging. 

3.2  Technological Innovation and Research(14)  

The International Artificial Intelligence in Education 
(AIED) Society aims to advance knowledge and 
promote R&D in the field of Artificial Intelligence 
for futuristic Education.  There are many other 
bodies and societies operating worldwide to 
focus on advanced technological innovations and 
research for value addition in the sector. It covered 
several aspects of education technology viz., 
Pedagogical Agents, Motivation, Emotion and Affect, 
Linguistics and Language Technology, Course-Based 
Experimentation etc.  

Contemporary Discussion are as follows :

a) The Relationship Between Minds-On and Hands-
On Activity in Instructional Design: Evidence from 
Learning with Interactive and Non-Interactive 
Multimedia Environments(14 a )

b) Using Automated Capture in Classrooms 
to Support Understanding of the Learning 
Experience(14 b)

c) Improving Learning Efficiency with the Cognitive 
Tutor Through Educational Data Mining(14 c)

d) Tools for Authoring a Dialogue Agent that 
Participates in Learning Studies(14 d)

e) Changing Attitudes and Performance with 
Computer-Generated Social Models(14 e)

f) Relating Machine Estimates of Students’ Learning 
Goals to Learning Outcomes:A DBN Approach(14 f)

g) Getting Under the Skin of Learners: Tools for 
Evaluating Emotional Experience (14 g)

Applications of Artificial Intelligence in education 
are not just fascinating futuristic ideas but to make 
learning a fascinating experience. Computer-
Generated Social Models, Machine Estimates of 
Students’ Learning Goals to Learning Outcomes; 
Multimedia Environments; Instructional Design; 
Improving Learning Efficiency these and many other 
research works using Artificial Intelligence are soon 
going to revolutionize learning.

In the early 1970s major concerns and apprehensions 
related to innovative educational models such as 
Deschooling & Unschooling were of the following 
nature :

•  Children may receive a sub-standard education 
from non-credentialed, uneducated caregivers.

•  Children won't learn the things they will need to 
know in their adult lives. 

•  A child may not learn the same things a regular-
schooling peer does, unless an educational 
professional controls what material is covered.

These and many other such apprehensions can be 
catered for in the emerging technological innovations 
in Artificial Intelligence. Frontiers in Artificial 
Intelligence and Applications (FAIA), European 

Restructuring Education System for High Performance : Demonopolising Education Factories
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Conference on Artificial Intelligence (ECAI) and the 
European Coordinating Committee on Artificial 
Intelligence (ECCAI) and the similar bodies working on 
such frontiers of technical research have contributed 
significantly to it. Even non-technical experiments 
and researches in education and psychology are 
recognized. ICT provides the interface and thus 
acts as a frontier for developing and encouraging 
integration of such ecologies. 

3.3  Shift in Reality

The avenues opened by innovations like ICT, Cloud 
computing leading to vast online data storage 
possibilities; Artificial Intelligence helps to foster 
futuristic education system. Possibilities of adaptive 
learning ecologies are overtaking the obsolete model 
of forcing structured courses. The static, centralized 
and controlled courses are giving way to dynamic, 
adaptive, personalized and integrated learning 
ecologies. New models of education and business are 
innovated and experimented with variety of marketing 
mixes. Online courses, web-blogs, communities and 
network learning, e-consortium etc., offer more 
potential and possibilities for educational venture. 
Likewise e-universities are coming up to offer next 
entrepreneurial venture in the field of education. 
Emergence of e-Universities, e-Consortiums, e-Gurus 
etc., is just the beginning. The University of Ashford, 
University of Rockies and Huntington Junior College 
etc. are innovative frontrunners. 

The Open Courseware (OCW) of the prestigious 
Massachusetts Institute of Technology (MIT) gives us 
a peek into future where a student Nairobi will have 
access to the same academic content as the student 
at MIT. The acts of publishing the course materials 
by the many worldwide institutions participating in 
the OCW Consortium represent a significant shift in 
the traditional notion of how knowledge is controlled 
and shared.

There are many other premier organizations in 
the field of higher education that followed the 
MIT’s lead. Yale University Video Lecture Project 
extends the concept of open courseware to include 
actual lectures of the courses along with the variety 
of materials. Carnegie Mellon’s Open Learning 
Initiative and the Monterey Institute for Technology 

and Education (MITE) All Open Learning Initiatives 
allow students to pace their learning and review 
conceptually difficult material as needed. Likewise  a 
number of other leaders of the sector also  adopted 
the approach like Standford (Stanford  Engineering 
Everywhere), Berkeley (Berkeley Webcast), Notre 
Dame Open Courseware, University of Michigan 
(Open.Michigan), Open Course Ware in China,  
Open Course Ware in Japan, Tufts Open Courseware. 
China joined the club by putting lectures from 18 top 
universities on the web for free dissemination. The 
Chinese Ministry of Education said that by 2015 over 
1000 courses will be online.

The National Programme on Technology Enhanced 
Learning (NPTEL), a Government of India sponsored 
collaborative programme, is a step in this direction. 
It is jointly carried out by 7 IITs and IISc Bangalore 
to enhance the quality of engineering education in 
India. IGNOU has uploaded about 40,000 volumes 
(lessons) of instructional material for use by students. 
It also has 1,600 videos available through its YouTube 
channel. Since its launch in 2008 the Gyankosh site 
has got over 6, 80, 000 visitors at an average of about 
1, 000 per day.

Conclusion

Education is central key strategy to guide countries 
in the transition to knowledge-based economy. 
Its role is particularly crucial in building a strong 
human capital base and contributing to an efficient 
innovation system for the society. These and several 
other factors put education well above any particular 
sector or industry.

The current time demands education to build up the 
ability to meet the futuristic needs and challenges of 
the civilization. Thus any attempt to minimize the 
losses and to maximize the return on educational 
investment shall have strategic impact in the 
Knowledge Era of 21st century. 

Comparison of the futuristic model of education 
is like comparing a computer with a truckload of 
calculators and then equating the benefits. The focus 
is on several dimensions which are unprecedented to 
traditional education.  
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A pinch of humor : “The student of Oxford walks 
down the street as if he owns the Street.

The student of Stanford walks down as if he damn 
cares who owns it.”

This informal pun reflects the medieval period when 
the education industry was emerging in a competitive 
environment.

Contrary to the above context the futuristic education 
offers collaborative approach of integrating and 
networking for common challenges at local as well 
as at global scale. The phenomena of ‘Collaboration 
and Opening up’ have replaced the antiquated 
model of 'Rivalry and Covert approach’ to attain 
and retain strategic edge in the future. This reality is 
being accepted worldwide by the premier systems of 

Restructuring Education System for High Performance : Demonopolising Education Factories

higher education prevailing at e.g., the Massachusetts 
Institute of Technology (MIT).  

The end-users are gradually accepting the benefits 
of the offerings.  Consumer perception is optimistic, 
towards the integrated and adaptive offerings  in 
personalized learning. Market research is  carried 
out at various levels and the higher education is 
revolutionized by innovative offerings. 

The competitive edge of Knowledge Economy relies 
on the resources that can be simultaneously used by 
many. The skills required to learn, unlearn and relearn 
in an e-ecology provides the best entrepreneurial 
venture in the education sector. It can be harnessed 
in many ways viz. providing niche data platform, 
knowledge access banks, games, e-apprenticeship, 
e-tutorials or e-colleges.There are many challenges 
yet opportunities are promising and potent.
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Feature Article

''The human 
dynamics are 

more complex 
than technical 
dynamics .The 
integration of 

effective people 
and technical 
discipline are 

true challenge for 
high tech and to 

deal with such 
challenges require 

high touch. 
Effective people 

and technical 
discipline, 

cohesive 
team, culture 

of creativity 
and continual 
improvement, 

standard practices, 
delight product 

and services, 
prevention and 

correction are 
some of important 

issues in dealing 
high tech.''

*Dy. General Manager, BF-SGP, SAIL, Rourkela, Steel Plant, Rourkela

High Touch for High Performance

Dilip Kumar Nayak*

ABSTRACT

Global competitiveness, capacity addition, technology, green tech, energy audit, high yield, 
high quality, low cost etc., are true philosophy of business demand. Complex technology, 
automation, high safety norm, stringent statutory compliance, volatile market, customer 
choice, government policy etc., are true challenge for decision maker and managers. To make 
it possible we need high touch. High touch is human touch, a personal touch of effective 
people.  High tech is true choice to meet competing challenges; a high touch elicits strong 
determination, commitment from people.

Introduction

Stan Davis said “When the infrastructure changes, everything rumbles”. 
Technical infrastructure, being central to everything, will accelerate all good 

and bad trends. High tech without high touch does not work. The human element 
is most important in controlling the most influential technology.  Business success 
lies with its people .Some of the people in public sector are unaware of hidden 
capability; creativity lying dormant in right brain. They generally live with left 
brain. They believe that success lies with short term gains by back biting, accusation, 
manipulation, show up and fault finding etc. Chronic problems such as break 
down, shifting responsibility, disowning failure, working to please,  more control 
and more procedure inscribed with circle of concern are choice of ineffective 
people ultimately eroding profit and making industries sick.  A mission statement 
of company has not gone into heart and mind of people. Success is function of 
personality, public image, attitude and behaviour, skill and technique. Social band-
aid and aspirin address acute problems temporarily but leave the chronic problems 
untouched to aggravate and precipitate.

A true solution to   chronic problems of any organisation requires effective human 
touch at all level.  High touch is personal choice of seven levers:

1. Freedom 

2. Choice 

3. Commitment 

4. Respect 

5. Understanding 

6. Cooperation and 

7. Consistence. 
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The first three levers are basically "Make and 
Keep Commitment". Other tour levers, respect, 
understanding and cooperation fundamentally 
involve others to work out the solution consistently. 
Human beings without self-awareness become creepy 
animals to live for mere survival and propagation. 
Human beings are empowered and free to make 
choice. High touch is a common sense yet not a 
common practice; simple to understand but difficult 
to promote. Living with effective habits is a struggle 
for everyone. Survival of business with growth and 
sustainability is a function of effective, high touch 
people with personal choice. 

Self motivated and committed people if working on 
same platform with common understanding result 
into magical achievement of exponential order. In the 
words of Mahatma Gandhi “If we know difference 
between what we are doing and what we are capable of 
doing will solve most of the world’s problem”.                                                                                                                      

True understanding of such idea of inside out by 
managers will create mesmerism and productivity 
will multiply. God works from inside out, world 
works from outside in; God takes slum out of people 
but world takes people out of slum. An effective inside 
out touch of self in people or high touch is essential 
for operating high tech successfully for higher 
productivity and profit. Growth and sustainability 
requires synergy of independent and interdependent 
habits. Give human touch to technology and make a 
company global leader.

True challenge with high tech:

One of the key strategies for global competitiveness is 
high tech. True challenges in high tech are connected 
with two important factors: technical factor and 
human factor .

Technical factors are 7 ‘Cs’:

• Continuous operation, 

• Controlling complex system, 

• Common policy or guidelines,

•  Cost effective, 

• Customer delight product, 

• Correction & prevention and 

• Conditions. 

Human factors are 7 ‘Cs’ i.e. 

• Character,

• Competence,

• Compassion,

• Commitment,

• Cooperation,

• Communication and

• Consistent practice.

The human dynamics are more complex than 
technical dynamics. To integrate effective people 
and technical discipline is true challenge for high 
tech and to deal with such challenges requires high 
touch. Effective people and technical discipline, 
cohesive team, culture of creativity and continual 
improvement, standard practices, delight product 
and services, prevention and correction are some of 
important issues in dealing high tech.

Inside out of High touch  

A) Habits: The habits are outcome of what and why 
to do, how to do and want to do. Human being 
bestowed with correct habits, principles and 
values live a life that matters. 

B) Principle: Correct principle is referring to fairness, 
honesty, integrity, humility, fidelity, self-control, 
courage, justice, industry, simplicity, human 
dignity, service, potential, patience, nurturance 
and encouragement. The principles are territory 
and values are map. The principles are natural 
laws. 

C) Value: The mental maps or values are how we see 
the things. These principles are part of human 
conditions, consciousness and conscience. They 
seem to exist in all human being irrespective of 
social conditioning and loyalty.

The correct principles based on correct maps are 
necessary to make people effective as loving parent, 
a loving spouse, a loving neighbor and a loving 
friend. They will be successful at work,  home and 
at society. Such simple illustrations of effective habits 
will touch the heart and mind of managers and their 
team and make a turnaround in organization. They 
will climb the ladder of success with sustainability 
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and growth. Their contribution will be spectacular 
among global competitors. The inside out habits cure 
chronic human problems, perception, wrong map 
and  territory effectively. All habits are interrelated 
and are practiced together for true effectiveness.  

Seven levers of high touch people

1. Freedom to choose:

The trouble in dealing high tech is: people lack 
initiative and drive. They are reactive. They believe in 
shifting responsibility. They find problem with others. 
Their output is function of physical environment and 
conditioning. They live with haves. They generally 
focus on circle of concern where they cannot contribute 
anything. They do not   acknowledge mistakes, learn 
from it, and correct it. They use to be part of problem. 
They least bother about consequences. They always 
love to be acted upon.  They never keep commitment. 
They normally procrastinate. They live on others' 
weaknesses. Those people create a negative force and 
responsible for sinking an organization.  

First lever is proactivity.  It is based on principle of 
personal vision. Proactivity demands correct action 
with self awareness, independent will, imagination 
and responsibility for consequences. We are master of 
our choice, not a servant. There is big gap between 
stimuli and response and all of us are having freedom 
of choice to fill that gap through four human 
endowments. Responsibility is ability to choose your 
response. It is a natural and fundamental law that we 
are free to choose our actions but are not free to choose 
the consequences of those actions. Break down are 
inevitable in absence of P/PC (Production /Production 
Capability) balance. If routine medical checkup is not 
done, consequences may be heart attack, high blood 
sugar etc.  When we pick up one end of stick, we pick 
up other end too.

Proactive people accept responsibility with initiative. 
Their behavior is a function of their decision, not   
their conditions. Their behavior is product of their 
conscious choice with value. Proactive people focus 
their effort in circle of influence where they can 
contribute effectively. Proactive people chose to 
act and don’t buy time to be acted upon .They take 
initiative in balancing P/PC. They take initiative to 
use other levers effectively in dealing high tech. 

High tech cannot be managed by reactive people. 
You can very well imagine fate of huge investment 
of public money left to the mercy of conditions  and 
conditioning . High tech requires action with initiative 
to act. High tech requires discipline, right decision, P/
PC balance, initiative in learning process dynamics, 
system process which are only possible by proactive 
people, high touch people. 

2) Choice

In words of Oliver Wendell Holmes: “What lies behind 
us and what lies before us are tiny matters compared 
to what lies within us”. This lever is principle of 
personal leadership. High touch or human touch 
has ultimate destiny to deal high tech effectively for 
higher productivity and profitability .It is a personal 
choice of people to update knowledge, acquire new 
skill to handle the technology with desire to do it 
today, tomorrow and every day with ultimate goal of 
growth.  Efficiency is doing things right. Leading from 
left brain, managers deal with logic and procedure. 
They are time bound. Most people live by script given 
by family, friends, associates and society. They never 
check the map for its correctness. They work with 
attitude and behavior with wrong map and reach a 
wrong place. They seldom care for ultimate destiny; 
they strongly believe in short term.

High touch deals with effectiveness. Effectiveness is 
doing right things. High touch lead from right brain; 
they are leaders. They work with ultimate destiny. 
They write their own Personal Mission Statement with 
seven powerful habits. Their choice is to act sincerely 
with self constitution. They are principle-centered. 
They work with correct map, correct perception, and 
correct paradigm. High touch has to have a choice 
of creative cooperation for continuous improvement 
using right brain .We remember a helping friend who 
work with pleasure in a team and is a solution finder. 
A man really lives a life that matters. We all know our 
ultimate destiny. One man asked another man on the 
death of a mutual friend “how much did he leave”; 
his friend replied “he left it all”.

High touch people feel honored to accomplish goal 
and are remembered as an honest man of iron will, 
knowledgeable, skilled and great character. In words 
of Shakespeare: “Mine honor is my life; both grow in 
one; take honor from me and my life is done”. High 
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touch is a choice, a destination filled with integrity, 
courage, compassion and sacrifice –a true model 
which is remembered by people. If practiced, it will 
work with a circle of influence. They will be part of 
self managed group making right choice all the time  
with high tech. 

3) Keep commitments 

“Things which matter most must never be at the 
mercy of things which matter least.”-Goethe

This lever is principle of personal management. In 
big industries, some people generally are not very 
serious about time .They  believe that all job takes its 
own time   and managers or worker don’t have role to 
play. They think that these are all management talk. 
They always say with pride: “One thing I can give to 
you is my time”. Precious time is wasted in canteen, 
repetition of job, gossiping about associates, try to 
be present everywhere, never delegate, handling 
breakdown, searching spares, procrastinating, work 
for self gain, work for boss gain, and on least priority 
jobs. They complain of short of time, less time for 
job acting busy. They lead a stressful life, a life with 
pressing problems, on dead line of projects. They pay 
more for delayed decision. They love to live in crisis 
and urgency.

High tech requires time management, commitment 
personal management and is one of the important 
habits of high touch people. Time is equally important 
for all of us. One universal distribution of equity is time. 
Everybody has 24 hours a day. The challenge is how 
and where to invest our time equitably. This decision 
determines our success, career path, productivity and 
family status. Time is money. Yesterday is a cancelled 
cheque, tomorrow is a promissory note and today is 
cash. It is ability to act. Management is discipline. It is a 
self discipline to make and keep commitments. Proper 
planning, correct priority, preventive maintenance, 
stewardship and delegation are essence of time 
Management. Working for important issues but 
not only for  urgent ones is true philosophy of time 
management. Planning, prevention, P/PC balance, 
relation building, recognizing opportunities,  and 
recreation etc., are true  habit  quadrant II managers.

4) Mutual respect

This lever is “think win-win”. A principle of 
interpersonal leadership, it is core philosophy of 
human interaction. Win-win means agreements 
or solution are mutually beneficial, mutually 
satisfying. Win-win sees life as a cooperative game, 
not a competitive one. Win-win means courage and 
consideration. In big organisation, managers and 
workers generally live in a win-lose: “I win and you 
lose” arena .Win-lose is an authoritarian approach, “I 
get my way, you do not get yours”. Win-lose works 
with high courage but low consideration. Win-lose 
arena uses position, power, credentials, possessions 
or personality to get their way. They lack integrity 
and maturity. People never keep commitment. Their 
integrity is questionable. They behave immature. 
Poor in strength and empathy, they have scarcity 
mentality. They lack trust and relationship. Most of 
the people are scripted in win-lose mentality. In the 
industry, people generally follow win-lose concept 
for personal growth.                                                                  

This lever builds relationship and mutual confidence. 
They involve others in problem solving which is most 
important for high tech. Team work, with win-win 
concept, is true necessity in day-to-day operation of 
high tech.

5) Understanding others

People seldom listen with intent to understand. They 
listen with intent to reply .They are either speaking 
or preparing to reply. They are filtering everything 
through their own paradigm, reading their own 
biography into other people’s lives. Normally some 
people prescribe before a diagnosis. When they listen, 
they tend to evaluate, probe, advice and interpret. 
They figure out their motive and behavior based on 
their own. People generally deal with others. People 
normally sense manipulation and duplicity. They 
don’t feel safe enough to open up. It happens with 
associate, boss and subordinates alike. 

This lever is very powerful in understanding others. 
This is based on principle of empathy. Empathetic 
listening means listening with intent to understand. 
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It is a powerful habit of high touch to promote 
interdependence. You fully understand a person; 
emotionally and intellectually. Use your right and left 
brain, sense you intuition and what you feel. You are 
focused on deep communication of another person. 
When you listen empathetically, you understand, 
appreciate, validate, affirm and influence others in 
problem-solving.

The key to influence others is character and conduct. 
Empathy inspires openness and trust, builds an 
emotional bank account to transact between hearts. 
Seek for diagnosing before you prescribe. It is a 
common denominator in interpersonal relationship. 
It takes time but understanding of issues can be 
possible only with investment of time. As you learn 
to listen, you discover difference in perception. 
You will appreciate people who work together in 
interdependent situation. Lever 5 is thus critical for 
reaching a win-win solution.

Seeking to understand requires consideration; 
seeking to be understood takes courage. Win-win 
requires a high degree of both. It is important to 
be understood. It is inside out approach. You work 
with your circle of influences. Your circle of influence 
begins to expand. To touch another human being 
is to walk on holy ground. Spend time one-to-one, 
listen to them, understand them, and give them air 
which ultimately builds emotional bank account. The 
communication is so open that potential problem 
can be nipped in bud. High touch with this lever 5 
is extremely necessary to deal high-tech which is 
interdependent in nature. 

6) Creative cooperation  

 People in big industries normally do not work with 
creative cooperation. People waste energies in win-
lose ego battles. They do not   care about creativity. 
There are social, mental and emotional differences,  not 
geared to contribution. They lead a selfish, less open, 
less giving, more defensive, protective and political 
life. They are more possessive and judgmental. They 
only think of past failures and bad experiences. They 
do not want to go beyond comfort zone. People 
love protective and defensive communication. They 

firmly believe that other people cannot be trusted. 
They never believe in hit or miss, trial and error. 
They work with high tolerance. Those people are not 
effective, they lack high touch. Synergy is principle 
of creative cooperation. Synergy is highest activity 
in all life –a true test and manifestation of all of the 
other habits put together. Synergy is to focus on 
motives of win-win and skill of emphatic listening. 
Synergy is essence of principle-centered leadership. 
It means that whole is greater than sum of its parts. 
As Carl Rogers taught: “the authentic you become, 
the genuine in your expression, more people can 
relate to your expression and it makes them feel safer 
to express themselves”.  High touch synthesizes all 
other habits and provides dramatic success in leading 
the cooperative and creative minds together.

7) Consistence practice

This lever is based on Principle of Balanced Self 
Renewal. This requires renewal in Physical, Mental, 
Spiritual and Social Domain. First three are with 
renewal of levers 1, 2 and 3 and fourth dimension is 
renewal of levers 4, 5 & 6. True effectiveness of high 
touch is function of renewal of these six levers. Skill 
of handling these levers requires the renewal. You are 
to sharpen the saw in all four dimensions in balanced 
way.                                         

Healthy mind lives in a healthy body. Essence of 
renewing our body is to preserve and enhance 
our capacity to work and adapt. Spiritual renewal 
provides leadership to your own life. The spiritual 
dimension is your core, your centre, your commitment 
to value system. Spiritual renewal takes investment 
of time. Mental renewal requires knowledge. It is 
said that wars are won in the general’s tent. You start 
practicing one hour every day–one hour a day for rest 
of your life. Such renewal will give mental strength 
to handle difficult challenges in dealing high-tech. 
Social renewal deals with relationship with others. It 
is primarily a matter of emotion. It is highly related 
to our personal security. It comes from within; from 
correct principles. We are to ignite fire within in those 
four dimensions. Upward spiral of learn-commit-do 
is most common and effective practice. Consistent 
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practice of seven habits will make people effective. 
A high touch reaps benefit of high tech for growth, 
success, sustainability and global presence.

Conclusion

Survival of the fittest is true dictum. If we want 
to survive in business, we are to live with high 
capacity, high technology, and eco-friendly, energy 
efficient and cost effective processes. High touch 
with 7 powerful levers is one of the most effective 
approaches to become master of the technology but 

not the servant. True transformation in people with 
seven habits of highly effective people is essential to 
compete globally. People can make a personal choice 
to live out of comfort zone of unworthy habits. Seven 
habits of highly effective people is one of the best 
choices to fill the gap between struggle for survival 
and future leadership. The realities and challenges of 
technology up-gradation can be dealt successfully and 
effectively by integrating a culture of commitments 
and involve others to workout solution together; a 
key human factor of high touch.  
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Readers' Forum

''For creating high 
performance 

organization, Root 
Cause Analysis 

has proved to 
be the most 

rewarding event. 
It refers not to 

solve a problem 
by patchwork, 
but to analyze 

the main cause 
of the problem, 

may be technical, 
administrative or 

socio-economic. 
Solving a problem 

superfluously 
drags us to more 

problematic 
situation and 

ultimately we 
become exhausted 

and worn out 
without doing 

anything good for 
the organization.''

*Asstt. General Manager, (CO & C), SAIL, Durgapur Steel Plant, Durgapur

Reflections on High Performance Organization

Biswaranjan Chakraborty*

ABSTRACT

The pace of techno-economic advancement has pushed the steel industry in a brutally 
competitive environment. The deciding factor of success in this business is how we 
are performing in production and marketing of our products. To survive as a profitable 
organization with a great market share and innovativeness we have to practice all the 
qualities of creating and sustaining high performance organization. This is where the 
willingness of all the members of the organization to contribute creative solutions of the 
problems comes into the picture. The single attribute that may make a difference to the 
performance of the organization is developing positive mindset to perform the best. There 
are plenty of other factors, which affect the organizational performance, some of which are 
effective communication, proper goal-setting, emphasizing on root cause analysis, better 
interpersonal and inter group relationship, understanding safety, cost and economics of 
processes, developing team and teamwork, upward demand of product and earning of profit 
etc.

Creating mindset to perform the best

Employees have immense potential to prove themselves competitive in global 
steel industry, if they are motivated and proper mindset is created to perform 

the best. The performance of an employee depends on two factors, viz. (a) his 
ability and (b) his willingness to do the work. The first is easier to manage as it can 
be achieved by imparting training, retraining etc. But the second, his willingness 
to do the best is to nurture very carefully. Besides reward and bonus, situation 
has to develop so that each employee feels that he is an important part of the 
organization, with a sense of belonging in subconscious mind. Each individual 
of the organization is an important entity. The collective endeavor for high 
performance one is dependent on the individual endeavor to perform the best.

Effective communication : Communication, both vertical and horizontal, takes 
a good amount of space within our business. It will be effective if true message 
of communication goes to the people, otherwise it may be waste. Effective 
communication should not be related to negative criticism, leg-pulling or sarcasm. 
Constructive criticism is needed for enhancing performance of the individuals or 
a group to channelise in right direction. Positive thought and attitude do not come 
on their own way. Constructive criticism and proper guidance are necessary to 
make our people think and see positive even in adverse situation. Effective and 
transparent communication eliminates misunderstanding and produces faith and 
confidence of the employees towards the organization. In a large organization 
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effective communication can lead its people to work 
together with unity of purpose as high performance 
organization.

Proper goal setting : Goal setting, in macro and micro 
level, is one of the management tools to increase the 
organizational performance. In macro level, vision 
statement of the company is the beginning of the 
goal setting, and in micro level it may come down to 
goal setting of a department or even a group. In both 
macro and micro level, goal setting should be SMART 
(Specific, Measurable, Attainable, Relevant and Time 
bound). Goal of a group should be specific enough  to 
get the answer of what they are going to achieve, what 
is their quantitative or qualitative measure to achieve 
their goal. The goal should be attainable, challenging 
but realistic to be achieved with available resources. 
The goal should be aligned to the business goal and 
related to satisfy key customer, external or internal. It 
should have some time limit so that they can review 
their progress within that period. Proper goal-setting 
in macro and micro level improves collective work 
performance and organizational performance.

Root Cause Analysis :  For creating high performance 
organization, Root Cause Analysis has proved to be the 
most rewarding process. It refers to solve a problem 
not by patchwork, but to analyze the main cause 
of the problem, may be technical, administrative or 
socio economic one. Solving a problem superfluously 
drags us to more problematic situation and ultimately 
we become exhausted and worn out without doing 
anything good for the organization. Root Cause 
Analysis and elimination of root cause often seen to 
be time consuming and expensive. It often seems to 
be uneconomical too. We have experienced that even 
after getting the root cause we have to patch work to 
get rid of the problem temporarily due to pressure. 
In that case, we have to search for opportunity 
when situation permit us to attack the root cause. 
Eradication of root cause of socio-economic problem 
becomes difficult as it relates to political and social 
influence on which we have little control. We have 
to wait for the favorable change of these external 
factors. Proper planning and execution can solve root 
cause of technical and administrative problems. The 
organization can come out of the problem which in 
turn contributes to organizational performance. Let 
me site an example of a problem. ‘A person is not 

working properly’. Prima facie he is a bad worker. 
Root cause analysis may reveal that (a) he has lack 
of competence, or (b) he has no motivation in doing 
work, or (c) in course of time, he has learnt that 
nobody can do any harm to him if he does not work. If 
the root cause is (a), he is to be imparted training and 
sufficient knowledge. For (b), his motivating factor is 
to be found out, may be highlighting his achievement 
motivates him to do work as per target. In the case 
of (c) he has to be handled administratively. If we 
ponder deeply we can feel that Root Cause Analysis 
and elimination of the source can give us relief from 
the problem. Ultimately it boosts up productivity and 
gives long-term benefit to the organization.

Developing interpersonal and inter group 
relationship : Now a days, every sector harps on the 
necessity of maintaining a good interpersonal and 
intergroup relationship, which contributes to a good 
work culture and helps to create positive mindset. A 
person in an organization has to interact primarily 
with his superiors, peers and subordinates. He may 
have to interact with other agencies like consumers, 
vendors, contractors, auditors and people of other 
regulatory agencies. During interacting a person 
apprehends to be rejected or appreciates to be 
included or associated. When a person interacts 
as boss with his subordinates, he apprehends to be 
bounced back or appreciates to be able to exercise 
control or power. When a subordinate interacts with 
his boss, he apprehends to be fired for a trifle reason 
or appreciates to be accepted by his boss with love and 
affection for his fulfillment of commitment. During 
interaction with others, such type of turbulence 
always exists in our mind either consciously or 
subconsciously. A person likes to interact with other 
person when ‘Appreciation’ part dominates over 
the ‘Apprehension’ part, which eventually develops 
mutually trusting relationship and increased level of 
influence of each other. Once good interpersonal and 
inter group relationship is developed, performance 
of organization will enhance.

Understanding safety, cost and economics of 
processes : Developed countries have all the 
resources at their disposal yet they have no 
contentment and always try to rationalize the cost 
and optimize the economy of all the processes. It 
is necessary for developed as well as developing 
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countries to make human life comfortable at the 
implication of lowest cost. In today’s competitive 
world cost and safety of production have assumed 
a critical importance. It has acquired an important 
place in all projects, infrastructure and R&D. So, it is 
essential to understand the safety, cost and economics 
of processes to enhance the performance of the 
organization. The bad habit of human being is over 
confidence and ignoring the safety norms, which 
eventually affects the health of the individuals and 
that of the equipments. To give an insight of safety in 
a process like welding, let us find out the hazards and 
associated risk in welding activity.

Activity Hazard Risk

Welding Short circuit Electric shock/
Equipment damage/
fire

Ultraviolet, 
Infrared rays

Personal Injury

Spatter Burn

Welding slag Burn 

Poor 
housekeeping

Personal Injury

Fume Breathing problem

The welder has to take precaution and use necessary 
personal protective equipments to combat. He has 
to use face shield with lens, helmet, leather hand 
gloves, leg guard and cotton clothes to cover exposed 
portion of the body. He should not carry inflammable 
materials like matches, celluloid combs, fountain pen 
etc. Proper ventilation is working  with exhauster. 
Welding holder should be kept on a wooden or 
insulated block when the machine is on but welding 
is not done. Welding area should be cleaned of 
inflammable materials. The fuse of main switch is of 
proper capacity and the earthing should be proper 
to avoid risks due to short circuit. Safety awareness 
has to be developed in the employees through proper 
training and counseling, which in turn contributes to 
the enhancement of organizational performance. 

Similarly, safety in modernization and expansion 
indicates organizational performance. Modernization 
is made possible through exploitation of various 
resources with the help of potentials of individuals 

in various activities. It is important to understand 
that modernization and expansion needs a series 
of activities, which have to be planned beforehand. 
Critical activities are earmarked using CPM (Critical 
Path Method). Problems regarding unsafe working 
that can be foreseen need utmost care to solve in the 
planning stage. However, some unforeseen problems 
of unsafe working can emerge at the execution stage, 
which can be solved or controlled with due care. Let 
us open our eyes and hearts to the activities, which 
generally occur during modernizations of any plant. 
It is found that all the activities are sustained on the 
matter and energy. The process of interaction may be 
in the form of excavation, fitting, rigging, welding, 
machining etc. Power of knowledge makes the 
interaction of matter and energy without affecting 
human health and ecological balance. Man has 
something more than animal instinct that is power 
of reason. One can contemplate the possibility of an 
incident and act accordingly. 

Economical use of resources is one of the components 
contributing to performance and subsequently to the 
profit. Profit is the prime objective of a business. Cost 
is the component of profit. Increase of cost means 
decrease of profit. 

Let me again come to the example of a process like 
welding. While studying the economics of welding, 
the following factors are found to be contributing the 
most to achieve the best economy : 

a) Proper selection of welding process

b) Proper selection of welding electrodes

c) Improved shop floor practices.

d) Sufficiently trained welders.

If people understand the safety aspect, cost implication 
and economical use of resources, performance of the 
organization will definitely increase. 

Teamwork is backbone of organizational 
performance : Co-operation is the foundation of 
teamwork. In soccer, spectators and media admire 
the player who gives the final touch to the ball for 
a goal. But nobody remembers the persons whose 
valuable passes made the goal a success. This is what 
teamwork is. Everyone plays his own part accurately 
without keeping his eye on name and fame. Unity in 
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the team will come through mutual co-operation and 
humility of leader. It is said that unity is the greatest 
force in teamwork.

Humility of the leader is not weakness. It is only 
shedding ego and converting it into self-esteem of his 
professional acumen, technical and managerial skills, 
his worth in the organization, talent to move forward 
a team etc. It is well known that teamwork is not an 
accident. It is the by-product of good leadership. A 
good leader knows the strength and weakness of 
his teammates. He only makes the best use of their 
strength. He uplifts the morale of the team only by 
encouraging the strengths of his teammates. A good 
leader treats everyone with respect irrespective of his 
position. He is a great motivator too. On the other 
extreme, an egoistic leader bungles the teamwork 
and renders it inactive and defunct by highlighting 
and criticizing the faults and weakness of his 
teammates and simultaneously favoring nepotism. 
In that case the team loses its credibility and then 
heads towards suspicion and cynicism. Success is 
one thing and beating one’s own drum is another. A 
good leader deals his success with humility. Such a 
leader projects his success as a success of the team. 
He gives the lowest importance to his ego and leads 
the organization towards success by his professional 
wisdom. It is a quality of a good leader that let others 
to discover the talent within him. He praises the 
teammates for success and seldom criticizes or blames 
others for failure. He analyses the failure and gives 
support to avert the recurrence of the same.

To develop co-operation a good leader first practices 
humility and mutual respect. Secondly, he requires 
a habit of praising everyone generously for his 
contribution. Thirdly, he should leave the habit of 
boasting by saying ‘I’, ‘I’ and ‘I’. Thus mutual co-
operation, trust and respect convert a group into a 
good team which finally contributes to organizational 
performance.

Enhancement of performance of organization by 
upward demand of product : In case of SAIL the 
product is steel of various grades and subsequent 
semis and final products. Advancement of civilization 
indicates increase of steel demand. The greatest fear 
of human being is losing. It may be destruction of 
a building or a bridge by devastating earthquake, 

losing life and crops due to inundation, may be 
losing a territory due to unlawful invasion and so 
on. In our journey we experience a lot of such type 
of fear of loss, associated to the use of steel. Thus it 
generates demand of steel. To cover the fear of loss 
due to quakes, more and more quake resistant steel  
used in buildings, bridges etc. More and more dams, 
which require huge amount of steel, are to make to 
store rainwater. Arms and ammunition are to make in 
sufficient quantity to guard from foreign invasion. We 
are far from the desired level of progress in the above  
fields.  Demand of steel is increasing exponentially 
with respect to the supply in the coming decades 
in steel age. When the market demand of steel is 
high, it creates opportunity to produce more steel by 
enriching organizational performance. Thus upward 
demand of product influences performance of the 
organization.

Earning profit motivates organizational performance: 
Profit has direct impact on organizational 
performance. When an organization incurs loss, it 
has no other option but to reduce the expenditure 
for the welfare of its employees as well as the society. 
Business efficiency is measured in terms of ROI and 
the amount of social responsibility. Earning profit is 
the main motto of a business organization;  a difficult 
task of the management. To earn profit, it has to plan 
and execute each activity in such a way that all scarce 
resources are used optimally in a clear vision to achieve 
a target. This entails enhancement of performance of 
the organization. Profit is the provision for the future. 
When an investment is done, there are many risks 
associated. The process and machines, which are 
being used for making production, may be obsolete 
due to new invention. For example, invention of 
Continuous casting has outdated the conventional 
process of ingot casting. The former has proved itself 
more effective in terms of yield, cost effectiveness, 
time and quality. If a steel industry has to depend on 
the conventional ingot route fully, it has to struggle 
to cope in the game. So it has to change its route of 
production by inducing continuous casting process, 
which requires investment. Profit can support this 
investment. Due to change of government policy,  
an industry needs to change its line of production, 
which will again require investment. Profit gives 
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safeguard to all of these risks. When an investment 
does not find required amount of ROI, there is every 
possibility of cutting the facilities of the employees.  
So, earning profit is not only the main motto of an 
industry, it is a motivating force too. Retained profit 
is the cash reserve for expansion and updating the 
plant and machinery. 

As far as the social responsibility is concerned, 
the prime responsibility goes to the welfare of its 
employees. The management has to ensure the basic 
amenities of the employees. It has to care its employees 
from all other fronts like medical benefit, education 
benefit, LTC, LLTC, housing etc. Furthermore, it has 
to provide incentives, rewards and safe working 
environment to its employees to boost their morale, 

without which performance of the organization will 
decline. Thus profit earning possesses an important 
role to enhance organization performance.

Conclusion

Different organizations exist in different environment 
and have different historical background and culture. 
Each organization has to choose its own way to 
enhance its performance, which depends on more 
internal factors than external ones. Internal factors 
like developing positive attitude of the employees, 
effective communication, proper goal setting, 
root cause analysis, safety, cost and economics of 
processes, interpersonal and inter group relationship, 
developing team and teamwork, etc. promotes 
performance of the organization.

Reflections on High Performance Organization
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''The goal of 
training function 

is to help the 
organization 

achieve its 
business 

objectives by 
adding value to 

its key assets – the 
people it employs. 

A well designed 
training and 

implementation 
strategy thus 

becomes 
imperative. Better 

the foundation 
and the design 

of training 
programme, more 

effective will be 
the outcome.''

*Senior Manager (HRD), SAIL, Bokaro Steel Plant, Bokaro

Service with Smile : Case Study of a Unique
Programme at Bokaro Steel Plant

Ms. Anju Singh*

“A customer is the most important visitor on our premises. He is not dependent 
on us; we are dependent on him. He is not an interruption in our work; he is the 
purpose of it. He is not an outsider in our business, he is part of it. We are not doing 
him a favor by serving him; he is doing us a favor by giving us an opportunity to 
do so”.

 - Mahatma Gandhi

There are a number of factors that contribute to the success of an organisation. It is 
not only the quality of the physical resources or the technology that counts, but 

the people and their skills also make a difference. Human Resource Management 
refers to "the policies, practices and systems that influence employees' behaviour, 
attitude and performance.”

This case will discuss how the practices of Human Resource Management can give 
an organisation the competitive advantage, particularly in the area of training 
and development. It also highlights the effectiveness of a unique programme 
conducted at Bokaro Steel Plant - “Service with Smile”, Programme Effectiveness 
has been discussed at Application level and Result level.

Attitude

Attitude can be defined as a positive or negative evaluation of people, objects, 
event, activities, ideas, or just about anything in your environment (Zimbardo et 
al., 1999).
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A comprehensive analysis of attitudes has been 
carried out by Rosenberg & HolIand (1960) and 
defined as ABC Model of Attitude. It essentially has 
3 components:

•  Affective component : this involves a person’s 
feelings and emotions about the attitude object. 
For example: “I am scared of spiders”. 

•  Behavioral component : the way attitude  
influences our behaviour. For example: “I will 
avoid spiders and scream if I see one”. 

•  Cognitive component : this involves a person’s 
belief and knowledge about an object. For 
example: “I believe spiders are dangerous”.

The three components are usually linked. However, 
there is evidence that the cognitive and affective 
components of behavior do not always match with 
behavior (LaPiere, 1934).

The Foundation: Background

The goal of training function is to help the 
organization achieve its business objectives by adding 
value to its key assets – the people it employs. A 
well designed training and implementation strategy 
thus becomes imperative. Better the foundation and 
the design of training programme, more effective 
will be the outcome. Each programme then reflects 
the organisation’s particular mix of opportunities 
and constraint, and also the resources available in 
the training system, including the faculties and the 
facilities.

Bokaro Steel Plant is presently undergoing expansion 
programme to increase its capacity of steel making 
and finishing facilities to cater demands of high 
quality flat products. Today, the need is to ensure 
completion of all expansion projects  and to reach the 
optimum production capacity within the stipulated 
period.

About 80% of the workforce in Bokaro Steel is engaged 
in production, primarily in processing operations that 
turn iron ore into steel and, eventually, finished steel 
products. Many processes in the plant are operated 
round the clock. Therefore, employees work in shifts. 

These employees are exposed to intense heat, sound, 
dust and noise. 

The rest 20 % of the workforce is placed in Services 
departments (viz; Township, Medical, HR, Finance, 
Materials) where there is high level of interaction 
with employees and non-employees. Their role and 
working conditions are less harsh in comparison to 
work areas.

It is observed that the service providers working in 
these areas have difficulty in appreciating the psyche 
of their internal customers and the nature of job and 
environment they are exposed to. The same is true 
with the non-employees residing in and around the 
township. Due to this, Gandhiji’s adage that “The 
customer is supreme” is often lost sight of. Conflicts 
arise mainly because of the insensitive behavior with 
customers, leading to bitterness all around. Merging 
these— one a beacon of hope and other a symbol 
of despair — is a real challenge and this cannot be 
achieved only through planning. An attitudinal 
change is needed to bring about a real quantum 
growth. Training is one of the ways for achieving 
specified behavioral and attitudinal changes in a 
required direction. 

Based on this thought, initial meetings were organized 
by GM (HRD) during the first week of March 2009 
with an aim to create harmonious relations between 
the service providers and their internal customers 
and township customers. In this way, both the 
parties would reach a win-win situation. The service 
provider would have the job satisfaction as well as 
the best would be rendered out of him. On the other 
side, customer satisfaction will help in enhancing the 
performance of the employees. Eventually, a unique 
programme “Service with Smile” was launched on 
14th May 2009 for the first time to deal with these 
circumstances. 

The Plinth: Design of the programme

Designing programmes based on attitudinal and 
behavioural changes is a sensitive issue, because 
attitude is a person’s inner thoughts and feelings, 
while behaviour is an outward expression of attitude. 

Service with Smile : Case Study of a Unique Programme at Bokaro Steel Plant
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The basic procedure for changing attitudes includes 
three elements:

1. The subject – the person whose attitude is to be 
changed,

2. The message – information being presented or 
delivered designed to effect behaviour change, 
and 

3. The communicator – the person used to present 
the message to the subject.

Step-by-step all aspects of the design have been taken 
care of. 

The Wall: The Programme

Aims and objectives are essential for designing 
effective training.  Without understanding the 
purpose and expected results of the training, things 
can go bad. Thus, aims (already discussed in the 
foundation) and objectives play a vital role in 
planning:

• a training programme 

• course content and

• evaluation methods

It was decided that the duration of the programme 
will be for two days. The methods of training will 
be class-room discussion, role plays and the half of 
each day will be a plant visit.  It was meticulously 
structured to meet desired objectives.

This two-day programme started on 14th May 2009 
and since then, it is conducted bi-monthly, covering 
25-30 participants at a time.

Day-one forenoon session covers topics like Steel 
Business Appreciation & Processes and Dealing with 
people-Importance of Smile. The objective is to help 
them recognize their position in the organisation and 
ways to tackle difficult interpersonal situations with 
proper behaviour and attitude. 

The post-lunch session includes plant visit to Iron 
Zone to get a practical feel of the environment. 

The second day includes other soft skills like Role 
of Service Provider, Effective Communication Skills 
and Working with Team Spirit. To sensitize them on 

interaction skills, a situational case-study explains 
team-building process. 

Post lunch session again includes plant visit to Finished 
Products Area for a feeling of belongingness and to 
align individual interests with the organization. The 
employees are made to feel the behaviour is theirs 
and their success lies in the success of the company. 
Interestingly all the faculty members are ladies.

The Wall : The Power of Smile

Dale Carnegie says : 

“Your smile is a messenger of your good will. Your 
smile brightens the lives of all who see it. To someone 
who has seen a dozen people frown, scowl or turn 
their faces away, your smile is like the sun breaking 
through the clouds. Especially when that someone 
is under pressure from his bosses, his customers, his 
teachers or parents or children, a smile can help him 
realize that all is not hopeless — that there is joy in 
the world.”

An important requirement to excel in industry is 
that one has to be a “people’s person”. In business, 
Customer Service is prime important. The major focus 
of this programme is on the power of smile. How 
important it is! How it relates among people! Smiling 
has literally made people who they are! Smiling will 
make a better person, better in customer service and 
always ready to help others.

The Roof : HR Practices at BSL 

The achievement of an organization depends on the 
skill of workforce; therefore organizations devote a 
considerable amount of time and money on effective 
training. From the organization’s perspective, 
training involves imparting of skills, knowledge 
and abilities to enable employees to work effectively 
and make contribution to the organization. For 
employees/workers, training implies not only 
acquiring knowledge, but also adding to one’s 
already existing skills. An organization – whether 
Business or Industrial Enterprises, needs many 
factors for its growth, further development and for 
its very survival. The most important factors are 
Capital, Materials, Machinery and Human Resources.  
Managing all other factors is comparatively easier 
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than managing Human Resources. Since all the other 
factors are handled by human resource, they have to 
be trained in an effective manner to utilize resources 
at optimal level for achieving the desired output and 
the organizational goals. 

Employee training not only serves the purpose 
to develop their employers but also safeguard 
organizational objectives of survival and success 
through competitive advantages. The training 
function called Human Resource Development, co-
ordinates the provision of training and development.

While many HR practices are routine and need no 
special mention, it is the few innovative organization 
specific practices that lend a cutting edge to the 
unit. In fact, it is these practices of the behavior 
which are  to be used as benchmark and imbibed by 
similar organizations. There are some strategic HR 
practices that play an important role in creating an 
effective HR climate. The HR processes and practices 
initiated at the unit are a reflection of the overall 
Human Resources policy of the group and include 
the following:

• Assessing and building Competencies

• Talent Building

• Career Management

• Employee Interactive Process

The Evaluation  

One of the most popular methodologies for 
measuring training effectiveness was developed by 
Donald Kirkpatrick. This model articulates a four-
step process.

Evaluation of Training is used in a broad sense, to 
mean any attempt to obtain information (feedback) 
on the effect of the training programme, and to assess 
the value of the training in the light of that training.

Evaluation has two purposes. First, it can be used for 
assessing training effectiveness. To find out which 
training process is successful in achieving its objective, 
we have followed Kirkpatrick’s Model (Figure 1). It 
can itself be used as an effective tool for improving the 
quality of training programme. Since the evaluation 
affects learning, it can be used as a training aid (an 
aid to learning). Its effects are beneficial, since it 

is primary principle of the psychology of learning 
that knowledge of results facilitates good learning. 
Evaluation can help participants to learn more 
effectively. 

The choice of evaluation criteria depends on the 
objective of training. Therefore, post-training 
evaluation is intimately connected with the pre-
training investigation of training needs and the 
establishment of training objective.

We have evaluated the programme at Application 
level as well as Result level. A standard form has 
been used. Training evaluation is based on multiple 
questionnaire surveys and interviews. The sources of 
information are both primary and secondary. A well-
structured questionnaire was prepared and personal 
interviews were conducted to collect the Trainee’s as 
well as Trainer’s perception and behavior.

The Application Level

The Application level evaluation is the extent to 
which the trainees applied the learning and changed 
their  ehavior, and this can be immediately and several 
months after the training, depending on the situation. 
Evaluation of implementation and application is an 
extremely important assessment – there is little point 
in a good reaction and good increase in capability if 
nothing changes back in the job. Therefore evaluation 
in this area is vital, albeit challenging.

Observation and interview over time are required to 
assess change, relevance of change, and sustainability 
of change. To get a true and unbiased observation we 

Service with Smile : Case Study of a Unique Programme at Bokaro Steel Plant

Fig  1 
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have taken the help of eight vacational trainees, these 
trainees were MBA/PGDBM students, who had come 
for project based training.

Around 250 employees had participated in this 
training programme during the year. Out of them, 
50 employees have been taken for sampling size as 
follows:

a. Personnel Department – 15

b. Finance & Accounts – 13

c. Medical & Health Services – 10 

d. Township Administration – 12

The sample questionnaire used for this evaluation 
level is placed at Annexure-I.

The following conclusions have emerged 

(a) 70% participants have been benefited to a high 
extent in dealing with customers and it has 
helped them to change their attitude. 

(b) 88% respondents express that this programme is 
very helpful to reduce their stress.     

The Result Level

Results evaluation is the effect on the business 
or environment resulting from the improved 
performance of the trainee – it is the acid test. It is 
possible that many of these measures are already in 
place via normal management systems and reporting. 
The challenge is to identify participant’s input and 
influence.

The Vacational trainees have taken the sample/
interview of the participant’s customers. The sample 
questionnaire used for this evaluation level is placed 
at Annexure-II.

250 customers have been taken as sampling size as 
follows:

a. Personnel Department – 50 
b. Finance & Accounts – 50
c. Medical & Health Services – 100
d. Township Administration – 50

The following conclusions have emerged: 

a) 95% different customers have reported that 
there is significant change in the attitude of the 
Service Provider. 

b) 96% customers of Personnel, 92% of Finance 
& Medical and 88% of Town Administration 
department said that they have found notable 
change in the etiquette and manners of these 
employees. 

Conclusion

Through this innovative training initiative, there has 
been spectacular transformation in the image make-
over of the Service Provider mainly in the non-core 
functions of Bokaro Steel.

Managing people today is less about command 
and control and more about development and 
empowerment. Guiding, encouraging and suggesting 
are the new mantras. 

Remember to smile!

Questions

• How can training be used as a tool for managing 
change and creating a high performance 
Company?

• What learning points can be derived from this 
case for managing change through HR practices?

• Whether only the attitude of the employee needs 
a change?
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Service with Smile : Case Study of a Unique Programme at Bokaro Steel Plant

Application Level Evaluation Format

Questionnaire for evaluating training Programme “Service with Smile”  in Bokaro Steel Plant 

I. Personal data :

i. Name & Designation :

ii. Department & Section :

iii. Experience(No. of years of service) :

iv. Age :                            Sex : Male/Female 

v. Marital Status :       Married/Unmarried/Widow 

vi. Children:          Yes/No         (if yes) No. of Children:

vii. Education:       (a) General                                   (b) Technical (if any)            
----------------------------------------------------------------------------------------------------------------

II. Please tick your most appropriate response in the 5-point scale on the right hand side.

1. After attending the programme, are 
you experiencing your valuable role in 
organization?

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

2. The extent to which this programme 
affected your attitude towards your 
job and organization?

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

3. After attending this programme, are 
you able to behave in cooperative way 
with customer and co-worker?

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

4. Tips given in this programme are 
helpful for you to improve your 
communication skill dealing with 
different customers.

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

5. After attending this programme, are 
you feeling more convenient to work 
in team?

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

6. The extent to which the programme 
has helped you to reduce stress in your 
personal life/ family life.

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

7. The extent to which the programme 
has helped you to reduce job stress at 
your job place.

5

Very high
extent

4

High
extent

3

Satisfactory

2

Low extent

1

Very low

III. Any specific suggestion/issues, you like to comment on. :

------------------------------------------------------------------------------------------------------------------------------------------------------

------------------------------------------------------------------------------------------------------------------------------------------------------

 Thank you for giving your precious time to respond this questionnaire.

Annexure I
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End This Depression Now!

Paul Krugman

Paul Krugman is the recipient of the 2008 Nobel Prize in Economics. He is a 
best-selling author, columnist, and blogger for the New York Times, and is a 

Professor of Economics and International Affairs at Princeton University.  Krugman 
earns a distinction in taking an artistic and often humorous journalistic approach 
to the current economic crisis in this accessible and appropriate study. Rather than 
providing a post-mortem on the 2008 economic collapse, Krugman aims to plot 
a path for the global economy out of this prolonged depression. Krugman has 
consistently called for more liberal economic policies.  With his witty approach, 
he ensures that this book will appeal to a wide spectrum of readers from every 
ideological hue and shade.

In this book Krugman argues that the depression sweeping from USA to Europe is 
essentially curable.  We do not need to be suffering so much pain and destroying so 
many lives and economies. We could end it both more easily and more quickly than 
anyone could imagine. But he has made an exception: an exception of those policy-
makers and academicians who have actually studied the economics of depressed 
economies and the historical evidence on how policies work in such economies.

The truth is that recovery would be almost ridiculously easy to achieve: all one need 
is to reverse the austerity and expenditure-cut policies of the past couple of years 
and temporarily boost spending. Ironically, India is falling into the same poverty 
of ideas in the weeks after the highest rise in the petrol prices in the aftermath of 
all-time high rupee devaluation. The world has fallen into an ideological crisis. 
Krugman emphatically argues about a short-term solution to a long-term problem. 
However, the simplicity of this solution sounds sophisticated. But it is otherwise: 
with a boost in spending, we could be back to more or less full employment faster 
than anyone imagines. In one way and real terms, SAIL’s mega-spending and 
investments in massive modernization, for example, falls squarely into the grand 
design of Nobel winning Krugman for revival and sustenance of economic growth.

As the financial crisis eased in late 2009 and early 2010, the pristine world of 
economists fractured into two schools.  The Austerian School propelling austerity 
measures was aghast at the huge budget deficits left behind by the crisis and the 
laxity of low interest rates. These, they said, were not the path of righteousness and 
recovery. The Stimulati – a rival school to which Krugman belongs , argued that 
with unemployment so high the only sensible thing to do was spend more and 
cut interest rates to zero and beyond. The Austerians and the Stimulati said many 
nasty things about each other. But with crisis-fatigue, the Stimulati’s preaching was 
little heeded, and in countries such as the UK, Greece and the EU the Austerians 
found large followers among the policy-makers. Krugman’s basic argument runs 
like this : millions of unemployed are suffering at terrible social cost in the US 
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and Europe because the economies lack demand. 
The governments can create demand by spending; 
the Central bankers can create demand by cutting 
interest rates. There is minimal reason to fear that 
more spending will accentuate a debt crisis in the US 
and Europe. Therefore, the policy-makers should get 
on with it and end this depression now.

The Austerians argue otherwise, but most evidence 
from the last few years suggests that Krugman is 
basically right. If high unemployment was structural 
then inflation would have started to go up by now. 
US Treasury bond yields have gone down even as US 
debt has risen.  Studies show that, when interest rates 
are stuck at zero, government spending has a large 
effect on the economy.

Suddenly, Krugman’s arguments find an audience 
amongst the Greek public rebelling against a 
ferocious budget squeeze.  France reversed a 
protracted stagnation and elected its first socialist 
president since 1995, and the US managed an election 
in the shadow of an 8.1 per cent unemployment 

rate. Krugman unleashes a thoroughly persuasive 
polemic against premature fiscal austerity in the 
wake of a deep recession in Europe and America. 
He does so in a remarkably easy style for a Nobel 
prize-winning economist, making a plausible case 
in End This Depression Now! Though this book is a 
short assembly from his New York Times blog, a non-
specialist reader gets introduced afresh in a lively and 
readable form. This book may persuade governments 
and policy-makers to curb further austerity-measures 
and that would be a good choice for the world. 

Published by:

W. W. Norton & Company 

Year : April 2012

Page No. : 272

Price : £ 14.99

Book Reviewed by :

Bishwajit Chowdhury, FCA, MIMA

Asstt. General Manager (Acad) & Sr. FM

MTI, SAIL, Ranchi
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Dare to Lead-The Story of Transformation of
Bank of Baroda 

Dr. Anil K Khandelwal

Dare to Lead is a fascinating story of how a leader evolves and grows over 
time and how an organization can be transformed. It is autobiographical 

account of Dr. Anil K Khandelwal who transformed Bank of Baroda (BoB) from  
just another public sector bank into one of the most valuable brands in Indian 
banking.  Although the book is written as a single narrative from the perspective of 
an individual going through his experience, the autobiography acts as a case study 
of two aspects of leadership.

• How a leader evolves and grows through his experiences and how he processes 
them.

• How organizations are transformed by a leader.

The evolution of a leader

The author offers many interesting insights, for all managers, but especially for 
those in public sector by sharing the story of his career in BoB, where he served 
from 1971, except for a  brief stint in Bank of Rajasthan from 1976 to 1980 and then 
as CMD of Dena Bank for a year during 2004-2005, before returning as the CMD. 
Through a very personal narrative, Dr. Khandelwal shares how at different points 
of time, the actions and behaviours of leaders inspired him and helped him pick 
up the leadership roles to script the transformation of BoB. The career growth of 
Dr. Khandelwal is also a testimony of how changes, though uncomfortable can 
actually help in developing new capabilities for assuming leadership roles in 
significant positions.

Dr. Khandelwal started as an officer in a branch after completing his BTech and 
MBA, and on his own request moved to be a personnel officer taking on many 
challenges of industrial relations in a newly nationalised banking industry with 
powerful unions in Uttar Pradesh where as an IR manager he got hands-on 
experience of courage as a leadership behaviour in tough situations. He  then 
moved to a corporate role in Bank of Rajasthan, which was in a phase of rapid 
growth under a dynamic leader who inducted him laterally to infuse fresh blood 
into the bank. In Bank of Rajasthan he was involved in professionalising the bank 
by putting in professional recruitment practices through credible agencies like 
NIBM. He reworked agreements with the unions, designing fast track promotions, 
developing grievance redressal, setting up a modern training college for officers 
and addressed organizational issues through policies and systems. During this 
period he also completed a PG Diploma in Training and Development from Indian 
Society of Training and Development and began writing and setting up professional 
networks like the Jaipur Chapter of ISTD. Dr. Khandelwal then moved on to re-
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join BoB as a core faculty in HRM at the BoB Staff 
college at Ahmedabad where he brought a practical 
flavour to the training and also undertook his PhD on 
“Management of Industrial Relations”. He completed 
three phase lab with Indian Society of Applied 
Behavioral Sciences (ISABS) which he attributes as 
a great factor in improving his people management 
skills during his senior level positions. He expanded 
his repertoire of HR skills beyond Industrial relations 
to HRD and wrote a book on HRD in banks. He was 
moved to the Corporate Office where he created 
space for HRD in an IR dominated culture, and also 
taken many union leaders head-on to assert the 
management prerogatives. He was subsequently 
given operational responsibility of a zone and thus 
moved from staff to line function. 

The pattern that emerges from his various stints in 
different locations and functions demonstrates a 
person growing as a leader with every change that 
puts one beyond comfort zone developing one's 
capabilities and skills.  The leadership demonstrated 
by Dr. Khandelwal during  transformation of BoB as 
Chairman comes across vividly as an outcome of the 
accumulated wisdom of his early experiences. 

The Transformation of an organization

After his appointment as CMD of BoB, Dr. Khandelwal  
took a multi-pronged approach with the fulcrum of 
people, using technology and systems as enablers 
to transform it into a modern tech-savvy, customer 
centric bank that would appeal to the new generation 
with enviable credibility of a 97 year old institution. 
The story of the transformation unfolds into a process 
of finding the right persons for key initiatives and 
giving them the mandate and support to execute 
their projects. The book is full of practical examples of 
how to reach out to every corner of the organization 
through communication marked by candour, respect 
for the grassroots, willingness to listen and act upon 
feedback  and sharing problems and achievements 
with everyone. The letters exchanged by Dr. 
Khandelwal with his team form an integral part of the 
book, which shows how he expressed his intent with a 
clear vision, execution discipline, customer centricity, 
people engagement by appreciating the efforts of his 
fellow employees in the process of transformation. 

The book has several references how he relied 
more on his knowledge of industrial relations and 
human resource development rather than financial 
acumen to run the bank. Employee engagement 
initiatives like, ‘Sampark’-Helpline for employees 
and ‘Paramarsh’-Employee Counselling Centres and 
initiatives for dealing with Unions were taken to 
address performance issues.HR processes were used 
as an engine to drive employee engagement and the 
key agenda of HR elements includes some of the 
following:

• To build new capabilities in employees to operate 
in the new environment.

• To improve performance management and 
develop a performance culture.

• To de-bureaucratize HR decision-making 
processes and make HR administration employee 
friendly through the use of technology.

• To ensure that the HR structure, system and 
processes complement each other to create 
a culture of continuous development and 
collaborative problem-solving.

The narrative focuses on the importance of execution 
and how setting the pace and maintaining tempo is 
crucial for a leader. As CMD, Dr. Khandelwal set out a 
10-point priority agenda to make the bank externally 
focused, market-oriented and customer-centric. With 
a new identity through rebranding, he catapulted 
international operations to a new hight and  built 
sound HR framework for creating the future leaders. 
A 100-days agenda was decided within a week of 
his appointment as CMD which includes signing 
technology implementation agreement with Hewlett-
Packard, expanding ATM network with additional 
300 ATMs that includes operationalization of 201 
ATMs on a single day, unveiling of the new logo ‘The 
Baroda Sun’, improvement in credit and initiation of 
customer-centric innovations. In line with general 
functioning, HR was also repositioned through 
effective communication.  On the recommendations 
of McKinsey, ‘Project Parivartan’ was launched, 
which transformed BoB into a multi-specialist bank 
with differentiated customer segment focus and a 
comprehensive product and service offerings.  Many 

Dare to Lead-The Story of Transformation of Bank of Baroda 
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marketing initiatives were taken up to reposition the 
bank in the minds of the customers, which included:

• 8 am to 8 pm Banking.

• 24-hour Human Banking.

• Happy Hour Banking.

• Gen-next Branch-Beyond Daddy’s and Uncle’s 
Bank, with new products that appealed to the 
new generation.

• SME loan factory for speedy execution of loan 
applications

Rahul Dravid was chosen as  the brand ambassador 
of BoB “With a track record of being the most 
dependable player in India’s cricket team, renowned 
of being the ‘wall’ in times of crisis, he was considered 
to be the most appropriate to project the qualities the 
bank intended to project: trustworthy, reliable and 
consistent in performance.” A ten-point action plan 
is also devised to deal with customer complaints and 
to enhance accountability and service orientation 
towards customers.

Under the leadership of Dr Khandelwal, BoB’s loan 
book grew at 35% CAGR, deposit grew at 23% CAGR 
and PAT grew by 29% CAGR. Credit/Deposit ratio 
improved from 49% in FY04 to 70% in FY08 while 
Gross Non Performing Assets (NPAs) came down 
from 7.6% as on March 2005 to 1.86% as on March 
2008, when he relinquished charge.

Leadership lessons

After narrating the story of the transformation of 
BoB, the author crystallises his insights into what he 
describes as his Leadership Code:

• Two C’s of Leadership-Credibility and Courage

• Three D's of Leadership Behaviour-Decisiveness, 
Determination and Discipline

• Reach out, Listen and Communicate

• Focus on Processes, Impacting Customers and 
Employees

• Customers are the Competitive Advantage

• Manage your Intangibles, Tangibles will Follow

• Engage your People

• Leadership is the Fine Art of Execution

• Leadership is a Lifetime of Learning and Change 

• Let Excellence Light every Corner

These pithy statements come live in the narrative 
through various incidents and processes described 
in the book. This 403 pages book is not merely a 
CEO's personal account of historic changes in a large 
corporation such as Bank of Boroda (BoB) but more 
about our banking system, the role of leadership and 
how challenging it is to lead a public sector enterpise 
and deliver result in par with private enterprise that 
have more autonomy and less government control. 
The book has a very authentic feel, as the bulk of the 
book is a narrative of events shared with all the raw 
edges that every working manager will immediately 
relate to. The distillation of lessons is done at the end 
leading to concepts making much more sense, with 
live examples in the narrative. A must read for all 
aspiring leaders and change agents who dare to lead 
specifically in mature public organizations.

Published by:

Sage Publications

Year : 2011

Book Reviewed by :

Sanjay Dhar

Asstt. General Manager (Acad) & Sr. FM  

MTI, SAIL, Ranchi
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Simple Rules for a Complex World 

Donald Sull

The authors begin the article by citing examples of Intel and Cisco that have 
shaped their high-level strategies by relying not on complicated frameworks 

but on simple rules of thumb. This approach helped them to bridge the gap 
between strategy and execution—to make on-the-spot decisions and adapt to 
rapidly changing circumstances keeping the big picture in mind.  In this context, 
the article tries to address a critical issue faced by business managers: how to make 
sure that every one in an organization is focused on the same strategy yet has 
the flexibility to innovate and adapt to local circumstances. The answer is not 
a complicated framework but a set of simple rules that help employees make 
decisions on the fly, act on them, and respond quickly to shifts in the environment. 
Developing such rules involves three steps:

1. Identify a bottleneck that is both specific and strategic

The bottleneck is a specific process that prevents the organization from achieving 
its major objectives. This bottleneck can be described as a process, like capital 
budgeting etc. Sometimes the bottleneck is a sub step in a broader process. The 
bottleneck needs to be a relatively narrow, well-defined process or process step, 
not a broad aspiration. Vague goals like improving quality are achieved slowly 
through thousands of decisions and activities spread across the organization. 
Attempting to cover all those activities leads to numerous feel-good rules such as 
“Recognize and reward good quality-improvement practices” rather than explicit 
ones like “Investment projects must reuse existing resources.” Most organizations 
face multiple bottlenecks. Managers should not develop simple rules to address 
every constraint. Instead, they should focus on one or two critical areas where rules 
have the greatest impact. It can take some digging to identify the most important 
bottleneck.

2. Let data trump opinion

Before developing simple rules, managers should write down what they think 
the rules will be. They are almost always wrong. The best rules, in contrast, draw 
on a thoughtful analysis of historical experience. In many cases a company will 
have a small number of strategic events—such as acquisitions, partnerships,or new 
product launches—to analyze. Though no one can conduct a statistical analysis 
with a small sample size, a careful comparison of cases often produces valuable 
insights. When comparing cases, one needs to look for what worked, what didn’t, 
and why. Steel magnate Lakshmi Mittal’s first few deals in Indonesia, Trinidad, 
and Mexico provided experience that his team codified into rules to guide future 
acquisitions. The analysis revealed that the best deals had occurred in emerging-
market countries that other steel producers had ignored. As a result, the team’s first 
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rule was to scour the globe for overlooked acquisition 
candidates. Mittal also discovered that plants using 
iron pellets and electric arc furnaces could achieve 
low production costs despite volatile raw material 
prices—an observation that was translated into a rule 
to select minimills using iron pellets.

3. Users make the rules

Managers’ first instinct is often to draft a set of rules 
to send down the chain of command. This approach 
assumes CEOs are best positioned to dictate rules’ 
content and that rules should be used to exercise top-
down control. These are bad assumptions. The people 
who apply the rules are best able to craft them. They 
also can test the rules in real time to evaluate whether 
they are vague, limiting, or cumbersome. Letting 
users develop the rules can help a cross-functional 
team sort through tough decisions. Deciding which 
opportunities to pursue required complex trade-offs 
(such as weighing an option’s impact on new versus 

existing clients, or balancing ease of use against the 
size of its potential market). On the flip side, the lack 
of top executive commitment is the best predictor that 
simple rules will fail. Senior executives undermine 
simple rules for several reasons: They don’t trust 
their team to develop or use the rules, they don’t 
want their personal discretion constrained, or they 
prefer to keep decision criteria vague. 

When applied to a critical bottleneck, carefully crafted 
and used in a mindful manner, simple rules can guide 
the activities that matter. In a world of hard trade-offs, 
they are one of the few ways managers can increase 
alignment, adaptation, and coordination all at once.

Article Digest Prepard by :

Dr. Satyajit Jena
Asstt. General Manager (Acad) & Sr. FM
MTI, SAIL, Ranchi

Source :

Harvard Business Review, September 2012
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izca/u esa liQyrk ds ewy ea=k

Fvoj kegâceej DeÛehueeveer*

liQy thou dh pkg gj fdlh dks gksrh gS ijUrq D;k gj O;fDr liQy gksrk gS\ liQy 
gksus ds lius dkSu ugha ns[krk ij lp rks ;g gS fd liQyrk dqN yksxksa dks gh gkfly gksrh 
gS- vxj gj O;fDr liQy gksus ds lius ns[krk gS rks bu dqN O;fDr;ksa esa ,slk D;k gS tks 
bUgksusa liQyrk ds f'k[kj dks Nqvk- mnkgj.k ds fy, geesa esa ls gh ,d Jheku èkh: HkkbZ 
vEckuh tc lksyg o"kZ dh vk;q esa nqcbZ ds ,d isV~ksy iEi ij isV~ksy Hkjus dk dke dj jgs 
Fksa rc mudh vka[kksa esa ,d liuk Fkk fd ,slk ,d isV~ksy iEi esjk Hkh gks] ;g mudh dM+h 
esgur] yxu vkSj nwjnf'kZrk gh Fkh fd ,d fnu mUgksusa fliQZ isV~ksy iEi gh ugha cfYd ,d 
fjiQkbujh gh [kM+h dj nh vkSj fjykbUl ds uke ls Hkkjr esa futh {ks=k dh lcls cM+h dEiuh 
dh LFkkiuk dh- ,sls mnkgj.k gekjs ns'k esa vkSj Hkh cgqr ls gSa] tSls fujek okf'kax ikmMj ds 
fuekZrk Jh djlu HkkbZ iVsy ftUgksusa ,d d`"kd ifjokj esa tUe fy;k vkSj vkt fujek dEiuh 
cgqr ls mRikn cukrh gS- Jh ,u vkj ujk;uewfrZ] ftUgksusa dsoy 10000@& :i;s dh iwath 
ls] tks mUgksusa viuh iRuh ls fy, Fks] bUiQksfll uke ls ,d dEiuh 'kq: dh ftldh vkt 
djksM+ksa dh lEifRr gS vkSj ftldk 'kqekj fo'o dh vxz.kh LiQkVos;j dEifu;ksa esa gksrk gS-

lius lc ns[krs gSa ij ,slk D;k varj gS buds tSls yksxksa esa vkSj ckdh yksxksa esa fd ;g yksx 
liQyrk ds f'k[kj ij igqaps vkSj buds tSls cM+s&cM+ss lius ns[kus okys ckdh yksx viuh iwjh 
mez xaok dj Hkh buds vkl ikl ugha igqap ik;s- vkf[kj ;g liQyrk gS D;k vkSj bls dSls 
ik;k tk ldrk gS- D;k dksbZ ,slh tM+h cwVh gS ftls [kk dj liQy O;fDr cuk tk ldrk gS 
;k fiQj ,slk dksbZ ra=k ea=k ;k rkoht tks vkidh liQyrk dh xkajVh ns lds- vkt rd ds 
bfrgkl esa u rks fdlh ,slh tM+h cwVh dk ftØ feyrk gS u gh ra=k ea=k dk- gkykafd ,slk 
izpkj djrs gq, cgqr ls b'rgkj fn[kkbZ nsrs jgrs gSa fd I;kj esa liQy gksus ds fy,] ijh{kk 
esa ikl gksus ds fy,] O;kikj esa liQyrk ds fy, ;k ukSdjh ikus esa liQyrk ds fy, Jheku 
Jh Jh rakf=kd th ls vkt gh laiØ djsa] liQyrk dh 100 izfr'kr xkajVh- urhtk vki muls 
iwfN;s tks vius ikl dk iSlk Hkh xaok cSBs-

vr% ;g vfuok;Z gks tkrk gS fd igys ge le>sa fd liQyrk gS D;k ;k liQy gksus ds D;k 
ek;us gSa\ liQyrk dks fofHkUu fon~okuksa us vyx vyx <ax ls ifjHkkf"kr fd;k gS- Jheku 
gsujh ds 'kCnksa esa  liQyrk dk dksbZ jgL; ugha gS] og dsoy vR;kfèkd ifjJe pkgrh 
gS- egkRek xkaèkh th ds 'kCnksa esa dqN yksx liQyrk ds lius ns[krs gSa tcfd vU; O;fDr 
tkxrs gSa vkSj dM+h esgur djrs gSa- ogha czkmu lkgc us dgk gS fd ?;s; dh liQyrk ds 
fy, iw.kZ ,dkxzrk vkSj lei.kZ vko';d gS- belZu dgrs gSa fd vkRefo'okl liQyrk dk 
izeq[k jgL; gS vkSj gtkjh izlkn fnOosnh th us fy[kk gS fd egku ladYi gh egku iQy 
dk tud gksrk gS-

efnvoer uesKe

*Ghe-ceneØeyebOekeâ (Mew#eefCekeâ) SJeb JejerÙe mebkeâeÙe meomÙe, Sce0 šer0. DeeF&0, mesue, jeBÛeer

^^egku vfo"dkjd 
,Mhlu tc cYc 
cukus dh dksf'k'k 
dj jgs Fks rks og 
1000 ckj fu"iQy 

jgs ij mUgksusa 
fgEer ugha gkjh 

vkSj 1001 oha ckj 
mUgksusa fo'o dks 
txexkus ds fy, 

cYc dk vfo"dkj 
djds fn;k- ,d 

i=kdkj us tc 
blij pqVdh yh 
rks ,Mhlu eqLdjk 
dj cksys fd eSa 

gtkj ckj vliQy 
ugha gqvk cfYd 

eSausa cYc u cukus 
ds gtkj rjhds 

lh[k fy,-**
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vxj bu ifjHkk"kkvksa ls liQyrk dk lkj fudkyk tk;s rks ge 
dg ldrs gSa fd liQyrk rHkh fuf'pr gksxh tc gekjk è;s; 
Li"V gksxk vFkkZr gekjk y{; D;k gS ;k fiQj ge D;k izkIr 
djuk pkgrs gSa- vius y{; dh izkfIr gsrq gesa ,dkxzrk vkSj 
y{; ds izfr lei.kZ ds lkFk vR;kfèkd ifjJe Hkh djuk 
gksxk- egku vfo"dkjd ,Mhlu tc cYc cukus dh dksf'k'k 
dj jgs Fks rks og 1000 ckj fu"iQy jgs ij mUgksusa fgEer 
ugha gkjh vkSj 1001 oha ckj mUgksusa fo'o dks txexkus ds 
fy, cYc dk vfo"dkj djds fn;k- ,d i=kdkj us tc 
blij pqVdh yh rks ,Mhlu eqLdjk dj cksys fd eSa gtkj 
ckj vliQy ugha gqvk cfYd eSausa cYc u cukus ds gtkj 
rjhds lh[k fy,- 

HkkSfrdrkokn ds bl ;qx esa vkidh liQyrk dk iSekuk ;g 
gS fd vki vius mn~;e~ esa fdrus izHkkoh gSa\ ,d izcaèkd 
ds fy, liQyrk dk vFkZ gS fd os vius fy, r; y{;ksa 
dks izkIr dj ik;k ;k ugha- vejhdk ds izfrf"Br ys[kd Jh 
LVhou dksos us lSou gsfcV~l vkiQ gkbZyh ,iQfDVo ihiy 
uked iqLrd esa liQy O;fDr;ksa dh ftu lkr vknrksa dk 
foLrkj ls ftØ fd;k gS] vkbZ;s mUgsa izcaèku esa liQyrk ds 
ewy ea=k ds :i esa la{ksi esa le>us dk iz;kl djrs gSa%&  

1- vxzlfØ; (izks,fDVo) cusa

vc rd vki le> gh x;s gksaxsa fd vius liuksa dks iwjk 
djuk gh liQyrk gS- Jheku  gsujh MsfoM Fkksjks us dgk gS 
fd ¶vxj vkius gokbZ fdys cuk j[ks gSa] rks vkidk dke 
csdkj ugha tkuk pkfg,] os ogha gksus pkfg,- cl vc muds 
uhps uhao Mky nsa-¸

vius liuksa dks lkdkj djus ds fy, loksZifj gS fd vkidks 
irk gks fd vki dk y{; D;k gS ;k ;wa dfg, fd vkids 
fy, liQyrk dh ifjHkk"kk D;k gS- vFkkZr vkidk y{; ;k 
è;s; vkidks iw.kZrk Li"V gksuk pkfg,- ,d ckj vkidk y{; 
Li"V gks x;k rks fiQj y{; dh vksj dne c<+kus dh igy 
vkidks gh djuh gksxh- ;g laHko gS fd vkidks vius y{; 
izkfIr ds fy, cgqr ls cnyko djus iM+saxs] pkgs oks vius 
vki esa gksa] vkidh dk;Ziz.kkyh esa gksa ;k fiQj ekuo lalkèku 
ds csgrj lek;kstu vkfn esa- gj bl rjg ds dke esa vkidks 
vxzlfØ;rk fn[kkuh gksxh- vkxs cf<+;s vkSj jkg dh gj ml 
my>u dks nwj djus dh igy vki Lao; gh dhft;s tks 
vkidh y{; izkfIr esa jksM+k cu ldrh gS- gks ldrk gS fd 
blesa dbZ dfBukbZ;ksa dk vkidks lkeuk djuk iMs+ ij ges'kk 

;kn jf[k;s vkidh vxzlfØ;rk gh vkidks nwljksa ls vkxs 

j[k ldrh gS- vius }kjk fy, x;s  fu.kZ;ksaa dh ftEesnkjh 

vki Loa; ysa vkSj mu fu.kZ;ksa ds fy, tks vkius fy, gSa] 

mÙkjnkf;Ro ysus ds fy, Hkh ges'kk rS;kj jgsa- ;kn dfj;s 

mu egku vfo"dkjdksa dks] ftuds liuksa dks igys nqfu;k us 

mudk ikxyiu ;k dfg;s ludhiu le>k ij os vius è;s; 

izkfIr esa rYyhu jgs vkSj vkt mUgha vfo"dkjksa dh cnkSyr 
gekjh ftUnxh bruh vklku vkSj lq[ke;h gks x;h gS-

2- y{; (var) dks è;ku esa j[kdj dk;Z izkjaHk djsaa

è;s; dh liQyrk ds fy, vR;ko';d gS fd dk;Z 

izkajHk djus ls igys gh fuèkkZfjr dj ysa fd y{; D;k 

gS- mnkgj.kkFkZ izacèkdksa dks o"kZ dh 'kq:vkr esa gh y{; 

fuèkkZfjr djds ns fn;s tkrs gSa tSls mRiknu] mRikndrk] 

dher] ykHk] vkfn ds y{; vkSj o"kZ ds var esa mudh 

liQyrk ;k vliQyrk] y{; dh izkfIr ds vkèkkj ij gh 

vkadh tkrh gS- vr% ;g vko';d gS fd uk fliQZ vkidk 

è;s; vkidks Li"V gks] vfirq ;g fd vkidk vfUre y{; 

D;k gS vFkkZr vki D;k ikuk pkgrs gSa- vkidh lkjh 'kfDr 

blh ckr ij dsafnzr gksuh pkfg, fd vki dh liQyrk vkids 

vafre y{; dks izkIr djus esa gh gS vkSj mlls dqN de esa 

Hkh vki larq"V ugha gksaxsa- vczkge fyadu ds 'kCnksa esa vxj 

dgsa rks ges'kk ;kn jf[k;s fd ¶liQyrk ds fy, fd;k x;k 

vkidk viuk ladYi fdlh Hkh vkSj ladYi ls T;knk egRo 
j[krk gS-¸

3- ;kstuk cukbZ;s

fdlh Hkh y{; dh izkfIr ds fy, ;g vko';d gS fd vki 

viuh è;s; iwfrZ ds fy, ,d ;kstuk cuk, vkSj ml ij 

vey djsa- è;ku jgs fd fliQZ ;kstuk cukus Hkj ls gh y{; 

izkfIr ugha gksxh] ;g Hkh furkUr vko';d gS fd vki viuh 

;kstuk dks ewrZ :i nsus ds fy, lgh O;fDr;ksa dk pquko 

djsa ftUgsa ml dk;Z dk i;kZIr Kku gks vkSj okafNr vuqHko 

gks- ,d ckj lgh O;fDr dk pquko djus ds ckn mls fn;s 

x;s dke dks djus dh iwjh vktknh nsa- ,sls esa vki vU; 

vko';d dk;ksZa ds fy, viuh 'kfDr vkSj le; cpk ldsxsa- 

blhfy, dgrs gSa fd liQy O;fDr ogh gS tks lqcg mBdj 

igys ;g r; djrk gS fd vkt mls D;k&D;k dke djus  

gSa vkSj jkr rd og mu lkjs dkeksa dks dbZ ijs'kkfu;ksa ds 

ckn Hkh iwjk dj ysrk gS-
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4- nwljksa ds fgr vfgr ds ckjs esa Hkh lkspsa

vkidh liQyrk esa vkidh Vhe dk Hkh cgqr cM+k ;ksxnku 
gksrk gS] vr% ;g vko';d gS fd viuh Vhe ds lnL;ksa 
ds lkFk vkids izxk<+ lacèk gksa vkSj lc ,d nwljs ij 
fo'okl djrs gksa rkfd vius y{;ksa dh izkfIr gsrq izHkkoh 
j.kuhfr cuk;h tk lds- O;kikj esa liQyrk ds fy, ;g vfr 
vko';d gS fd lkSnsckth ds nkSjku nwljh ikVhZ ds fgrksa dk 
Hkh è;ku j[kk tk;s D;ksafd ,drjiQk thr O;kikj ds fy, 
varr% ?kkrd gh fl¼ gksxh- Jheku cDVu us dgk gS fd 
ikjLifjd O;ogkj izxfr dk lkj gS-

5- igys le>sa fiQj le>k;sa

vius vafre y{; dh izkfIr ds fy, fliQZ ;kstuk cukus Hkj 
ls dke ugha pysxk- vkidh è;s;iwfrZ ds fy, vkidks ,d 
mRlkgh Vhe dh Hkh vko';drk gksxh- vr% ;g vR;ko';d 
gS fd u fliZQ vkidks viuk y{; irk gks cfYd y{; 
izkfIr ds fy, vkius tks ;kstuk cuk;h gS] mlds fØ;kU;o;u 
ds fy, vkidks fdu&fdu lalkèkuksa dh vko';drk gksxh]
vkidh è;s; iwfrZ ds fy, vkidh lw{e ;kstuk D;k gS] bl 
lc dh  vkidks foLr`r tkudkjh gksuh pkfg,- liQyrk 
izkfIr ds fy, ;g vko';d gS fd vki viuh Vhe ds lkFk 
,d izHkkoh laokn iz.kkyh LFkkfir djsa] ftlesa gj lnL; dks 
viuh ftEesnkfj;ksa ds ckjs esa irk gks- nwljksa dh ckrksa dks 
è;ku ls lquus dh vknr cuk;sa rkfd mUgsa vglkl gks fd 
vkilh laokn f}xkeh gS vFkkZr vxj og vkidh ckr è;ku 
ls lqursa gSa rks vki Hkh muds fopkjksa dks è;ku ls lqurs gSa 
vkSj vkilh lgefr ls gh dk;Z ;kstuk cukrs gSa- laHko gS 
fd fo'ks"k ifjfLFkfr;ksa esa vkidh vxzlfØ;rk vkids dke 
vk;s vkSj vki mu leL;kvksa ;k ckèkkvksa dks ikj djus ds 
fy, Hkh viuh Vhe dks lrØ dj ysa tks vHkh muds tgu 
esa Hkh ughaa gSs- ;g vxzlfØ;rk u fliZQ vkidh è;s;iwfrZ esa 
lgk;d gksxh] oju~ bldk lcls cM+k iQk;nk ;g gksxk fd 
vkidh Vhe dk vki ij  fo'okl vkSj c<+ tk;sxk vkSj 
og nqxqus mRlkg ls y{; izkfIr dh vkSj c<+ tk;sxsa D;ksafd 
mudks ;g vglkl ges'kk jgsxk fd vki muls ,d dne  
vkxs dh lksprs gSa- ijUrq ;g rHkh laHko gS tc vki dks 
vius y{; ds ckjs esa iw.kZ tkudkjh gks ,oa y{; izkfIr esa 
vkus okyh ckèkkvksa vkSj muds fujkdj.k dk Hkh vkius xgu 
vè;;u fd;k gks- 

6- ,d vkSj ,d X;kjg cuk;sa

vkidh è;s;iwfrZ ds ekxZ esa dbZ ckj ,slh leL;k,a Hkh 
vk;saxh ftldk lekèkku vkidks vius lg;ksfx;ksa ds lkFk 
feydj fudkyuk gksxk- vius lg;ksfx;ksa dks mudh ;ksX;rk 
vkSj vuqHko ds vuqlkj bl rjg lek;ksftr djsa fd os lc 
leL;k fuokj.k ds fy, ,d urhts ij igqaps tks u fliZQ 
loZekU; gks vfirq mu ifjfLFkfr;ksa esa loksZre gks- gjsd dks 
viuh ckr dgus dk ekSdk nsa vkSj muds fopkjksa vkSj lq>koksa 
dks dHkh Hkh utjvankt u djsa] cfYd lewg 'kfDr dks viuh 
mtkZ cuk;sa- gks ldrk gS vkilh laokn ls vkidks y{; izkfIr 
ds vfHkuo rjhdksa ds ckjs esa tkudkjh izkIr gks tks vkidh 
liQyrk ds u;s }kj [kksy ns-

7- fujUrj Kku dh [kkst esa yxs jgsa

liQyrk dk lcls cM+k ea=k ;gh gS fd vki yxkrkj vius 
Kku dks fodflr djrs jgsa vFkkZr vius fo"k; ls lacfèkr 
KkuktZu ds fy, lrr~ iz;kljr jgsa- vliQyrkvksa ls fopfyr 
u gksa] cfYd muls lcd ysa- tku dsjZ ds 'kCnksa esa&esjk 
ekuuk gS fd liQyrk dk dksbZ fu;e ugha gS] ysfdu vki 
vliQyrk ls cgqr dqN lh[k ldrs gSa- ;k fiQj eSYde 
iQksClZ ds 'kCnksa esa&vliQyrk liQyrk gS] ;fn ge mlls 
lh[k ysa rks- grk'kk ,oa fujk'kk dks vius thou ls ;FkklaHko 
nwj jf[k;s- cgqr ckj thou esa ,sls {k.k vk;saxs fd vkidks 
yxus yxsxk fd vkidh lkjh esgur O;FkZ gS vkSj vki y{; 
izkIr ugha dj ik;sxsa] rc usiksfy;u fgy dh dgh bl ckr 
dks Lej.k dhft;s fd vfèkdrj egku yksxksa us viuh lcls 
cM+h liQyrk viuh lcls cM+h foiQyrk ds ,d dne vkxs 
gkfly dh gS] vkSj niQxiQus mRlkg ls vius y{; izkfIr dh 
vkSj c<+ tkb;s- Msy dkusZxh us dgk gS fd ¶vliQyrk ls 
liQyrk dk l`tu dhft;s- fujk'kk vkSj vliQyrk] liQyrk 
ds nks fuf'pr vkèkkj LRkEHk gSa-¸

mijksDr lq>koksa ij vey dj ds vki ,d izHkkoh vkSj 
liQy O;fDr cu ldrs gSa] ij vUr esa liQyrk dk ewy ea=k 
rks ogh gS tks lfn;ksa igys jghenkl th us bl NksVs ls nksgs 
esa lkjxfHkZr dj fn;k Fkk fd %

¶ftu <wa<+k fru ikbZ;ka] xgjs ikuh iSB tks ckSjk Mwcu Mjk] 
jgk fdukjs cSB-¸
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